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This  study  deterained  the  type  of  postal  organization  which  best  meets  the 
needs  of  the  Amy.  Criteria  for  an  effective  Amy  postal  organization  were 
established;  the  current  organization  was  documented;  and  an  alternative 
organization  was  designed  and  tested.  The  study  concluded  that  there  was  no 
compelling  cost/benefit  basis  for  a  vertical.  Army-wide  organization.  Within 
major  commands,  however,  the  postal  mission  should  be  centralized,  as  in  Europe. 
There  is  a  considerable  lack  of  managerial  information  within  the  postal  — ^ 
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SUMMARY 

1.  Problem:  The  general  absence  of  management  information  and  controls 

at  Headquarters,  Department  of  the  Army  level,  together  with  the  requirement 
to  deal  directly  with  DOD  and  the  USPS  on  behalf  of  the  Army,  required  that 
the  Army  postal  service  be  thoroughly  examined.  A  determination  was  needed  as 
to  whether  the  present  organizational  concept  should  be  continued,  modified, 
or  another  organization  adopted  to  insure  an  effective  postal  service  for 
the  Army.  Investigation  of  the  relatively  low  level  of  central  control  on 
responsiveness  to  DA  directives  and  mail  management  economies  was  needed. 

» 

2.  Background:  > 

a.  Purpose.  To  determine  the  type  of  organization  needed  to  best 
perform  the  postal  mission  of  the  Army,  to  include  structure,  functions, 
command  relationships,  operational  effectiveness,  and  information 
available  for  planning  and  decision-making. 

b.  The  objectives  of  this  study  were  to: 

(1)  Establish  the  criteria  for  an  effective  postal  organization  in 
terms  of  performance  (Annex  B) . 

(2)  Determine  and  document  the  current  organization  of  the  Army  postal 
service  (Annex  C) . 

(3)  Determine  if  the  data  collected  on  the  current  organization  meets 
the  criteria  for  an  effective  postal  organization  (Appendix  1,  Annex  E) . 

(4)  Design  an  alternative  organization  to  test  for  desirability  of 
greater  or  less  centralization  (Annex  D) . 

(3)  Test  the  Alternative  organization  against  the  previously 
established  criteria  for  postal  effectiveness  (Appendix  2,  Annex  E) . 

(6)  Select  for  implementation  the  organization  which  best  meets 
the  foregoing  tests. 

3.  Approach  to  the  problem  (methodology):  The  study  was  conducted  in  five 
phases . 
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a.  During  Phase  I,  criteria  for  an  effective  postal  organization  in 
terms  of  performance  were  developed.  A  set  of  questionnaires  was  developed 
and  used  to  obtain  data  which  would,  when  analyzed,  determine  diat  the 
Army  postal  service  should  accomplish.  These  questionnaires  were  sent  to 
the  major  commands,  the  military  mail  terminals,  and  the  divisions  of  the 
Army  Postal  Directorate,  TAGCEN. 

b.  Phase  II  determined  the  organization  of  the  present  Army  postal 
system.  The  existing  structure,  functions,  command  relationships, 
operational  effectiveness,  information  available  for  planning  and 
decision-making,  performance  indicators,  and  reporting  requirements 
were  documented.  The  USAKEUR  portion  of  this  phase  was  combined  with 

a  DOD  (Comptroller)  audit  of  the  military  postal  services  in  Europe 
(Annex  F) .  Chart  One  portrays  the  current  organization,  and  Chart 
Four  summarizes  the  categories  of  cost  data  available. 

c.  During  Phase  III,  the  data  collected  on  the  present  decentralized 
organization  were  validated  and  tested  against  the  criteria  for  an 
effective  postal  organization. 

d.  During  Phase  IV,  a  centralized,  Army-wide  command-type  activity 
(which  is  depicted  by  Chart  Two)  was  developed  and  the  current  organization 
was  modified  to  include  a  management  information  system.  The  centralized 
organization  was  then  tested  against  the  criteria  for  an  effective  postal 
service.  The  current,  modified  organization  referred  to  above  was  not  in 
the  original  concept  of  the  study:  it  developed  as  testing  of  the 
centralized  organization  progressed. 

e.  During  Phase  V,  the  results  of  the  tests  of  the  centralized  and 
decentralized  (current)  organizations  were  compared.  The  current 
organization  modified  to  include  a  management  information  system  was 
selected  as  the  optimum  organization.  Chart  Three  summarizes  this 
comparison,  using  the  generic  categories  of  performance  developed  during 
Phase  I. 

4 .  Find ings : 

a.  The  Postal  Directorate,  TAGCEN,  provides  guidance,  but  does  not 
actually  operate  the  Army  postal  system.  (Objective  2b(2).) 

b.  Postal  organization  is  based  on  the  requirements  as  perceived  by 
the  major  commanders  and  varies  widely.  In  Europe,  there  is  a  postal 
group  which  operates  and  commands  most  of  the  postal  system  in  Germany; 

on  Honshu,  Okinawa  and  in  Thailand  there  are  small  TDA  postal  organizations 
or  staff  elements  in  the  offices  of  The  Adjutant  General  which  operate  APO 
and  MAO;  in  Korea,  the  postal  units  are  under  the  operational  control  of 
the  local  commanders  with  staff  supervision  provided  by  The  Adjutant 
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General  of  Eighth  Army.  Documentation  is  provided  at  Appendix  1,  Annex  C. 
(Objective  2b (2).) 

c.  Functions,  which  are  based  on  detailed  Department  of  the  Army 
guidance,  are  generally  the  same  in  all  commands  and  operations  are 
similar.  (Objective  2b(2).) 

d.  There  is  no  systematic  means  of  getting  information  to  decision 
makers.  Information  is  generally  developed  and  accumulated  through 
inspections.  (Objective  2b(2).) 

e.  The  use  of  data  concerning  populations  served  is  not  a  reliable 
means  of  determining  workload  and  establishing  APO  personnel  requirements, 
as  shown  at  Appendix  6,  Annex  C.  (Objectives  2b(l),  (2),  (3).) 

f.  Manpower  is  based  on  TDA  authorizations  for  garrison  operations 
and  the  TOE  of  combat  service  support  units  in  the  Army  inventory. 
(Objective  2b(2).) 

g.  Facilities  vary  from  location  to  location  and,  based  on  the 
observations  of  the  project  manager,  are  determined  more  by  the  perceptions 
of  priorities  by  the  local  community  leaders  and  garrison  commanders  than 
by  central  direction.  (Objectives  2b(l),  (2),  (3).) 

5 .  Conclusions: 

a.  A  centralized  organization  would  facilitate  implementation  of 

DA  policies  and  worldwide  management  of  the  Army  postal  system  resulting 
in  more  efficient  management  and  potential  for  cost  savings  through 
elimination  of  redundant  functions  of  the  three  services.  (Objectives 
(3),  (4),  (5).) 

b.  There  is  not  sufficient  data  available  to  indicate,  by  means  of  a 
comprehensive  cost-benefit  analysis,  that  a  centralized  organization 
would  be  economically  desirable  or  undesirable?  (Objectives  2b(l),  (2), 
(3),  (5).)  (Chart  four  summarizes  the  types  of  cost  data  available  or 
which  could  be  computed  without  extensive  research.) 

c.  The  establishment  of  a  centralized  postal  organization  would 
require  more  personnel'  spaces  and  thus  both  increase  manpower  costs  and 
add  to  the  overall  support  force  strength.  (Objectives  2b(4),  (5).) 

d.  Overseas  postal  activities  should  be  centrally  managed  by  the 
appropriate  overseas  major  commands  (as  is  done  in  Europe)  in  order  to 
standardize  control  to  effect  timely  and  efficient  movement  of  mail. 
(Objective  2b(6).) 

e.  A  basic,  Army-wide  set  of  management  indicators  is  required  to 
facilitate  identification  of  problems  requiring  managerial  attention. 
(Objectives  2b(l),  (2),  (3),  (4),  (5),  (6).) 
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f.  Improvement  of  facilities  in  Europe  and  equipping  APO's  Army-wide 
is  required  to  bring  them  up  to  USPS  standards  in  appearance  and  service, 
and  to  permit  greater  use  of  equipment  such  as  conveyers  in  mail  processing. 
(Objectives  2b(l),  (2).) 

g.  In  Europe,  particularly,  transportation  modelling  techniques  using 
automatic  data  processing  might  have  the  potential  for  considerable 
economies  by  consolidation  of  truck  runs  of  both  the  Army  and  the  Air  Force 
and  by  better  scheduling.  (Objectives  2b(l),  (2),  (3),  (4),  (5),  (6).) 

6 .  Recommendat ions : 


a.  Continue  to  operate  under  the  current  system  with  the  added 
benefit  of  a  management  information  system  (to  be  developed). 

b.  Develop  a  management  information  system  for  the  Army  postal  system. 

c.  Conduct  a  study  to  determine  what  would  be  required  to  meet 
Department  of  Defense  and  United  States  Postal  Services  standards  for  post 
office  facilities  and  equipment. 

d.  Request  Eighth  United  States  Army  to  review  their  organization 
for  postal  operations  based  on  this  report  to  eliminate  the  current 
multi-tiered  organization  with  conflicting  allocation  of  responsibilities 
and  resources. 

e.  Place  the  Army  Post  Offices  in  Monrovia,  Liberia,  and  Kinshasa, 
Zaire,  under  the  technical  supervision  of  US  Army  Postal  Group,  Europe. 
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CURRENT  ORGANIZATION 


CHART  THREE 

Comparison  of  Organizations  Using  Indicator  Categories 


Category 
APO  Operations 


Benefits :  Improve 
service  through 
standards  for 
operations.  Reduce 
duplicate  mall 
handling.  Improved 
matching  of  faci¬ 
lities  with  patro¬ 
nage  and  mechaniz¬ 
ation  will  reduce 
costs. 


Current  organiza¬ 
tion  with  informa- 
tion  now  available 

1.  APUs  maintain 
population  data  on 
non-standard  basis. 
USAPGE  maintains 
incomplete  aggre¬ 
gate  data  at  its 
HQ.  APUs  in  Far 
East  maintain  more 
comprehensive  data. 

2.  Reports  of 
irregularities  in 
makeup  and  dis¬ 
position  of  mail 
submitted  as  re¬ 
quired  by  APOs  to 
MMT  or  command 
postal  officer. 

3.  Data  on  physical 
characteristics  of 
maintained  locally 
same  for  equipment. 
A.  Data  on  mail 
volumes  maintained 
locally  except  for 
that  received  from 
commercial  carriers. 


Model  centralized  Current  organization 

organization  with  more  information 

1.  Implement  Same  as  model  vertical 

reporting  system  except  DA  influences 

to  provide  data  system  by  requests 

to  determine  and  recommendations, 

status  of  major  Less  responsive, 

aspects  of  APO 
operations  and 
to  identify  and 
correct  deficiencies. 

2.  Action  level:  group. 

3.  DA  receives  info 
for  management  by 
exception  and  id¬ 
entifies  problems  in 
overall  system  for 
correction. 

4.  Vertical  organi¬ 
zation  more  res¬ 
ponsive  to  central 
direction  and  ensures 
uniform  systematic 
implementation . 


Transportation  Operations 


Benefits:  Improved 
service  potential, 
potential  savings 
through  rational¬ 
ization  of  trans¬ 
portation  by  con¬ 
solidating  routes. 


1.  Transit  time 
analysis  performed 
on  adhoc  basis  for 
various  purposes. 

2 .  Routes ,  sche¬ 
dules,  and  modes 
by  segment  for 
inter-command  mall 
movement  maintained 
by  MACOM  and  at  DA 
(based  on  onetime 
report) . 


1.  Uniform  transit  S 

time  analysis  will  v 

be  used  throughout 
organization  to  de¬ 
tect  choke  points 

and  trigger  corrective 
action. 

2.  Intra-command  trans¬ 
portation  data  to  be 
captured  and  used  for 
periodic  revision  of 
routes  to  eliminate 


Same  as  model 
vertical. 


•  .■  >- 


etc.  (use  computer 
simulation?) 


Costs  of  Operation 


Benefit:  Central, 
world-wide  manage¬ 
ment  improves  status 
of  equipment,  etc. 
Central  budget  and 
program  improvement. 


Indicia  Management 


Benefit:  Reduce  Army 
indicia  bill  by 
Improved  management. 


3.  MAMAS  captures  duplication,  etc. 
data  on  commercial 
transportation  re¬ 
imbursed  by  HQDA. 


1.  Personnel  costs 
available  only  by 
one-time  reports. 

2.  TOY  costs  local¬ 
ly  managed  by 
MACOM. 

3.  Costs  of  repair 
and  maintenance  not 
available. 


Costs  budgeted 
vertically  within 
postal  agency 
having  own  command 
operating  budget 
and  program. 


Budgeting  and 
programing 
decentralized  under 
MACOM  procedures. 


4.  Equipment  costs  not 
budgeted  by  Army  for 
USPS  equipment,  PEMA 
costs  not  programmed, 
units  short  equipment 

5.  Facilities  costs 
known  to  extent  MCA 
budget  involved. 


1.  Manual  analysis 
of  detailed  bill 
made. 

2.  Policy  now  re¬ 
viewed  to  determine 
impact  on  bill  of 
policy  manipulation. 

3.  AR  340-3  Issued 
and  changed. 

4.  Increasing  role 
of  official  mall 
control  officer. 


1.  Continue  current 
practices,  investi¬ 
gate  use  of  auto¬ 
mation  for  analysis 
of  possible  savings 
through  policy  changes. 

2.  Based  on  results 
of  indicia  study, 
attempt  to  adjust 
individual  installation 
practices. 


Same  as  vertical 
organization. 


Integrity  of  Mails  Controlled  by  DAAG-  Mo  change.  No  change. 

MA  through  regulations 
and  reports  as  an 

Benefit:  compliance  operational  function 
with  law  and  DOD/USPS 

agreement. 


MMT  Operations  Mall  downgraded 

and  offenders 
notified.  Mall 

Benefits:  Compliance  dlrectorised. 

with  DOD/USPS  Downgrading  cost 

agreement.  Substan-  savings  reported 

lal  cost  avoidance  monthly  by  MMT. 

by  downgrading. 


No  change. 


No  Change, 
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Readiness  Readiness  reports  No  change*  No  change, 

units  (active  and 
USAR)  reviewed  to 
determine  status, 
inquiries  made  as 

Benefit:  As  DA  Postal  appropriate*  De¬ 
staff  activity,  keep  tect  areas  (from  CDRS 
Informed  of  ability  comments)  where 

of  postal  units  to  school  training  could 

deploy-lnquire  into  be  improved, 

corrective  actions 
by  responsible 
headquarters . 

Personnel  1.  TRADOC  responsi-  1.  As  almost  sole  Same  as  current 

ble  for  school  trng  user  overseas,  sub-  organization, 
and  doctrine.  mit  critiques  of 

2.  MILPERCEN /MACOM  system, 
responsible  for  2.  Ensure  supporting 

Benefit:  Improve  requisitions.  personnel  activity 

quality  of  per-  3.  TAGCEN  inputs  to  properly  requisitions, 

sonnel,  insure  TRADOC  and  USAIA.  3.  Provide  input  to 

proper  distribution  vhitebook  conferences, 

and  improve  match  recommend  changes  in 

of  personnel  and  curriculum, 

jobs. 
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CHART  FOUR 


CURRENT  IDENTIFIED  COST  SOURCES 

mms - 


HEADQUARTERS  COSTS  (INCL  MKT) 


7K“ 
“5 r 


Personnel 
Equipment 
Supplies  & 
Materials 
Travel 

Communications 
Contractual  Svc 


Indicia  (HQ 
only) 


dATTMIlABILITY 

- m - 


X 

X 

X 


COMMAND  AND  INSTALLATION  COSTS 

Facilities 
Equipment 
Personnel  X 

Local  Trans. 


X 


X 

X 


INDICIA  (ARMY-WIDE) 


Class  &  Service  X 
Average  Weight  X 
Volume  X 
Rate  X 


TRANSPORTATION 

MAC  X 

Commercial ( I nt)  X 
Commercial 

(Local )  X 

Military  Truck  X 
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DETAILED  REPORT  OF  THE  POSTAL  ORGANIZATION  STUDY 


1.  Problem:  The  general  absence  of  management  information  and  controls  at 
Headquarters,  Department  of  the  Army  level,  together  with  the  requirement 
to  deal  directly  with  DOD  and  the  USPS  on  behalf  of  the  Army,  required  that 
the  Army  postal  service  be  thoroughly  examined.  A  determination  was  needed 
as  to  whether  the  present  organizational  concept  should  be  continued, 
modified,  or  another  organization  adopted  to  insure  an  effective  postal 
service  for  the  Army.  Investigation  of  the  relatively  low  level  of  central 
control  of  responsiveness  to  DA  directives  and  mail  management  economies 
was  needed. 

2 .  Background : 

a.  Purpose.  To  determine  the  type  of  organization  needed  to  perform 
the  postal  mission  of  the  Army,  to  include  structure,  functions,  command 
relationships,  operational  effectiveness,  and  information  available  for 
planning  and  decision-making.  This  study  is  categorized  as  an  Army 
management  study  in  accordance  with  AR  5-5  and  is  designated  for  first 
level  control  as  defined  in  TAGO  Reg  1-53. 

b.  The  objectives  of  this  study  were  to: 

(1)  Establish  the  criteria  for  an  effective  postal  organization  in 
terms  of  performance  (Annex  B) . 

(2)  Determine  and  document  the  present  organization  of  the  Army  Postal 
Service  to  include  structure,  functions,  command  relationships,  operational 
effectiveness,  and  information  available  for  planning  and  decision-making 
(at  what  levels  are  which  types  of  decisions  made  and  based  on  what 
information?)  (Annex  C) . 

(3)  Determine  if  the  current  organization  meets  the  criteria  for  an 
effective  postal  organization  in  regard  to  planning  effectiveness, 
operational  needs  and  capabilities,  decision-making  responsibilities,  and 
desirability  of  greater  or  less  centralization  (Appendix  1,  Annex  E) . 

(4)  Design  an  alternative  organization  to  test  for  desirability  of 
greater  or  less  centralization.  This  test  organization  was  a  prototype 
based  on  Army  organization,  missions,  and  functions;  not  simply  an  existing 
organization  of  another  service.  However,  the  advantages  and  disadvantages 
of  other  service  postal  organizations  (i.e.,  the  centralized  USAF  and 
decentralized  USN  postal  organizations)  were  considered.  (Annex  D.) 

(5)  Test  the  alternative  organization  against  the  previously 
established  criteria  for  postal  effectiveness  to  determine  planning 
effectiveness,  operational  needs  and  capabilities,  and  decision-making 
responsibilities  (Appendix  2,  Annex  E)  . 


(6)  Select  for  implementation  the  organization  which  best  meets  the 


foregoing  tests. 


c.  DOD  Comptroller  Audit  and  GAO  Report.  During  the  course  of  the 
study,  OASD  (Comptroller)  (Audit)  conducted  an  audit  of  the  military 
postal  services  in  Europe,  the  report  of  which  is  at  Annex  F,  and  the 
GAO  conducted  an  inquiry  into  several  aspects  of  the  worldwide  postal 
operations  of  the  military  services.  The  GAO  report  is  at  Annex  G. 

Following  are  the  significant  organizational  findings  of  these  reports 
as  they  affect  Army  postal  organization. 

(1)  The  DOD  (Comptroller)  audit,  which  was  the  vehicle  for  completing 
the  USAREUR  portion  of  phase  II  of  this  study,  supported  centralization 

of  the  postal  function  within  the  overseas  major  commands  because,  "The 
nature  of  postal  operations  necessitates  that  management  be  provided  on 
a  system  basis  to  effect  timely  and  efficient  movement  of  mail." 

(2)  The  GAO  report  recommended  turning  over  the  military  mail  terminal 
function  (at  New  York,  San  Francisco,  and  Seattle)  to  the  USPS.  More 
important,  from  an  organizational  point  of  view,  however,  was  the 
recommendation  concerning  the  USAF  Postal  and  Courier  Service.  This 
recommendation  was  to,  "Assign  the  Air  Force  postal  mission  from  its 
multi-tiered,  specialized  service  to  its  commands"  (i.e.,  decentralized 

as  in  the  Army) . 

3 .  Approach  to  the  problem  (methodology) : 

a.  This  study  is  concerned  with  the  following  organization  aspects 
of  the  Army  postal  system:  structure,  functions,  command  relationships, 
information  available  for  planning  and  decision-making,  and  operational 
effectiveness.  Although  equipment  and  personnel  are  important  elements 
in  the  design  of  an  optimum  organization,  they  were  not  studied.  The 
study  was  conducted  in  five  phases. 

(1)  Establishment  of  the  criteria  for  an  effective  postal  organization. 

(2)  Collection  of  data  on  the  current  organization. 

(3)  Verification  and  testing  of  data  collected  on  the  present  system. 

(4)  Design  and  testing  of  alternative  organizations. 

(3)  Selection  of  an  organization. 

b.  During  Phase  I,  the  criteria  for  an  effective  postal  organization 
in  terms  of  performance  were  developed  and  oriented  on  the  goal  of  rapid, 
efficient,  and  economical  service  to  both  the  troops  and  official  military 
addressees.  A  set  of  questionnaires  was  developed  and  used  to  obtain  data 
which  when  analyzed,  would  permit  the  determination  of  what  the  Army  postal 
service  should  accomplish.  In  so  doing,  much  information  was  developed 
concerning  current  operating  methodology  compared  with  proposals  submitted 


by  Che  field.  This  first  set  of  questionnaires  was  sent  to  the  US  Army, 
Europe  (USAREUR),  US  Army,  Pacific  (USARPAC)  (which  submitted  separate 
replies  from  Eighth  Army,  US  Army,  Japan  (USARJ),  and  US  Army  Support, 
Thailand),  US  Army  Forces  Command  (FORSCCM),  US  Army  Training  and  Doctrine 
Command  (TRADOC) ,  the  New  York  and  San  Francisco  Military  Mail  Terminals, 
and  the  divisions  of  the  Postal  Directorate,  The  Adjutant  General's  Center 
(TAGCEN) .  The  draft  questionnaires  were  staffed  before  use  within  the 
Postal  Directorate  and  with  the  Project  Control  Officer  of  the  Systems 
Development  Directorate,  TAGCEN,  in  regard  to  their  capacity  to  elicit 
the  types  of  responses  desired. 

c.  Phase  11  was  concerned  with  the  documentation  and  determination  of 
the  organization  of  the  present  Army  postal  system  which  is  portrayed  at 
Chart  One.  During  this  phase,  the  existing  structure,  functions,  command 
relationships,  operational  effectiveness,  information  available  for  planning 
and  decision-making,  performance  indicators,  and  reporting  requirements  were 
documented.  Chart  Four  summarizes  the  categories  of  cost  data  available. 

The  vehicle  for  this  information  gathering  was  a  second  set  of  questionnaires 
which  were  sent  to  USAREUR,  USARPAC,  and  all  major  conmands  having 
subordinate  installations.  The  USAREUR  questionnaire  was  submitted  to 

OASD  (Comptroller)  which  was  conducting  an  audit  of  the  military  postal 
services  in  Europe.  The  report  of  this  audit  was  used  as  the  USAREUR 
portion  of  phase  11  and  is  attached  as  Annex  F. 

d.  During  Phase  111,  the  data  collected  on  the  present  organization 
were  tested  within  the  Postal  Directorate  against  the  criteria  for  an 
effective  postal  organization  to  analyze  the  present  organizational  needs 
and  capabilities,  decision-making  responsibilities,  planning  effectiveness, 
and  desirability  of  greater  or  less  centralization.  Included  in  Phase  111 
was  validation  of  the  data  collected  on  the  current  organization.  This  was 
accomplished  in  part  by  visits  of  the  project  manager  to  selected  responding 
commands  and  units  in  Europe  and  the  Far  East.  Questionnaire  responses 
were  compared  with  actual  operations.  The  testing  methodology  was  based 

on  Chapter  6,  FM  101-5. 

e.  During  Phase  IV,  an  alternative  organization  was  developed:  this 
was  a  centralized,  Army-wide  command-type  activity  which  is  depicted  by 
Chart  Two.  This  centralized  organization  was  then  tested  against  the 
criteria  for  an  effective  postal  service.  As  the  test  of  the  centralized 
organization  progressed,  it  became  evident  that  another  alternative  should 
be  considered:  the  current  organization  with  some  sort  of  management 
information  system. 

f.  During  Phase  V,  the  results  of  the  tests  of  the  centralized  and 
decentralized  (current  and  current  modified  with  an  information  system) 
organization  were  compared,  as  were  manpower  costs.  The  current 
organization,  modified  to  include  a  management  information  system,  was 
selected  as  the  optimum  organization,  and  a  decision  was  made  to  commence 
development  of  such  a  system.  Chart  Three  summarizes  this  comparison,  using 
the  generic  categories  of  performance  developed  during  Phase  I. 


Paragraph  4h,  below,  discusses  this  comparison  in  detail. 


g.  In  summary,  the  methodology  employed  in  this  study  to  obtain 
information  was  a  combination  of  questionnaires,  reports  (e.g.,  DO D 
(Comptroller)  audit  and  GAO  report),  field  observations,  and  interviews. 

The  basic  standard  for  evaluation  was  the  set  of  criteria  for  an  effective 
postal  organization  developed  during  Phase  I  (Annex  B)  and  used  to  evaluate 
the  alternative  organizations.  The  alternative  organizations  were  developed 
to  apply  the  advantage  of  both  centralized  management  and  execution  on  one 
hand  and  centralized  guidance  with  decentralized  execution  on  the  other. 
However,  there  is  a  conflict  between  ease  of  control  by  a  centralized 
organization  and  the  actual  location  of  operating  responsibilities,  both 
geographic  and  in  relation  to  the  overall  command  structure  of  the  Army. 
Although  costs  are  critical  to  an  organization,  there  was  little  cost 
data  available,  other  than  manpower,  upon  which  to  base  a  cost-benefit 
analysis  of  the  alternatives. 

4.  Findings : 

a.  The  Postal  Directorate,  TAGCEN  provides  guidance  in  the  form  of 
regulations,  responses  to  specific  requests,  etc.,  but  does  not  actually 
operate  the  Army  postal  system.  It  exercises  staff  supervision  over 
and  coordination  of  all  postal  activities  and  functions  of  Army  postal 
through  two  divisions:  Operations  and  Plans  and  Programs. 

(1)  The  Operations  Division  is  responsible  for  postal  financial 
operations,  general  postal  operations,  equipment  and  supplies, 
directory  service,  claims  and  inquiries,  audits  and  inspections, 
service  by  the  USPS,  customs  matters,  postal  violations  and  incidents, 
and  unit  mail  service.  It  also  is  responsible  for  developing  and  coordi¬ 
nating  the  movement  of  APO  mail  on  a  world-wide  basis  to  include  the 
Christmas  mail  program;  space  requirements  by  segment  (e.g.,  NYC  to 
Frankfurt,  Frankfurt  to  Berlin,  Berlin  to  Hamburg  would  be  three  segments) 
for  mail  moved  by  the  Military  Airlift  and  Sealift  Commands  and  commercial 
air  carriers;  liaison  with  the  USAF,  USN,  and  DOD  on  mail  transportation 
matters;  maintenance  and  analysis  of  the  appropriate  statistics  on 
volumes  and  costs  of  APO  mail  transportation;  preparing  the  monthly 
dollar  obligation  for  mail  moved;  obligations  for  mail  moved  by  commercial 
carriers  and  MAC;  and  developing  policy  for  and  coordinating  the  proces¬ 
sing,  distribution,  make-up,  labeling,  and  routing  of  mail. 

(2)  The  Plans  and  Programs  Division  is  responsible  for  all  budget¬ 
ary  reports,  mail  management,  mobilization  and  contingency  plans, 
coordinating  proposed  legislation  pertaining  to  the  Army  postal  service, 
postal  aspects  of  field  maneuvers,  postal  personnel  policy  and  training, 
use  of  APO  facilities,  annual  training  of  mobilization  designees, 
military  provisions  of  postal  services  on  CONUS  installations,  coordi¬ 
nating  on  proposed  USPS  post  office  construction,  and  public  information 
material.  It  also  is  the  proponent  of  all  Army  regulations  for  which 
the  Postal  Directorate  is  responsible. 
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(3)  The  New  York  and  San  Francisco  Military  Mail  Terminals 
serve  as  liaison  between  the  overseas  USA  and  USAF  commands  and  the 
supporting  general  post  offices  for  the  movement  of  mail;  repair 
and  replacement  of  USPS-supplied  equipment;  supply  of  stamps,  money 
order  forms,  labels,  facing  slips  and  expendable  postal  supplies; 
and  other  matters  as  required.  They  also  perform  liaison  on  behalf 
of  the  overseas  commands  and  the  Departments  of  the  Army  and  Air 
Force  with  postmasters,  regional  USPS  officials,  the  Military  Traffic 
Management  and  Terminal  Service,  Military  Ocean  Terminals,  Military 
Sealift  and  Airlift  Commands,  Public  Health  Service,  Bureau  of 
Customs,  and  commercial  carriers;  plan  and  provide  active  duty 
training  fQr  USAR  postal  units  as  required;  provide  unit  directory 
service  for  incorrectly  addressed  APO  mail;  publish  and  distribute 
the  Military  Post  Office  Location  List,  Mail  Distribution  Scheme, 
and  Area  Mail  Distribution  Instructions  and  Labeling  Catalogue;  and 
assist  government  mailers  in  expediting  the  dispatch  of  supply  items 
at  least  cost. 

b.  Postal  organization  is  based  on  requirements  as  perceived  by 
the  major  commanders  and  varies  widely.  Documentation  is  provided  at 
Appendix  1,  Annex  B.  (Objective  2b(2).) 

(1)  The  United  States  Postal  Service  (USPS)  provides  postal 
service  to  the  armed  services  in  the  United  States  and  its  possessions. 
The  Army  provides  some  postal  services  at  a  few  installations  and  a 
complete  APO  at  Fort  Greely,  Alaska.  Those  major  commands  having 
subordinate  installations  exercise  staff  supervision  over  the 

postal  activities  (e.g.,  mail  management  and  mail  room  operations) 
of  those  installations.  This  supervision  is  based  on  postal  policy 
and  guidance  provided  by  HQDA,  for  implementation.  Major  command 
representatives  supervise  the  implementation  by  annual  postal  visits, 
correspondence,  reports,  and  other  contact  (e.g.,  telephonic)  with 
their  installations.  In  addition,  the  Adjutant  General  of  FORSCOM 
is  responsible  for  the  readiness  of  all  USAR  postal  units  (FORSCGM 
is  responsible  for  the  command  and  management  of  USAR  units). 

(2)  On  1  January  1974,  the  Postal  Group,  TASCOM,  was  transfer¬ 
red  to  Headquarters,  USAREUR,  where  it  is  located  in  the  office  of 
the  Adjutant  General.  This  group  commands  and  exercises  operational 
control  over  all  US  Army  postal  units  in  USAREUR,  except  the  organic 
division  postal  sections  and  the  postal  units  at  Berlin,  Sinope, 
Burtonwood,  and  Vicenza,  over  which  the  group  exercises  technical 
superv is  ion . 

(3)  The  US  Army  Japan  has  organized  its  postal  activities  into 
two  TDA  organizations:  the  US  Army  Postal  Service  Center,  Honshu 
(USAPSCH),  and  the  US  Army  Post  Office,  Okinawa  (USAPOO) .  The 
USAPSCH  is  a  subordinate  command  of  USARJ  and  the  USAPOO  is  an  element 
of  the  office  of  the  Adjutant  General,  USAG,  Okinawa  The  Adjutant 
General,  USARJ,  exercises  staff  supervision  over  all  Army  postal 
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activities  of  his  command. 

(4)  The  organizational  situation  in  Korea  is  in  flux.  On 

1  July  1973,  Headquarters,  Eighth  US  Army  (EUSA)  issued  instructions 
placing  all  postal  operating  units,  except  that  of  the  Second 
Infantry  Division,  under  the  operational  control  of  Staff  Postal 
Officer,  EUSA.  The  Commanding  General,  I  US  Corps,  contested  this 
action  with  the  result  that  the  10th  APU's  status  (Camp  Red  Cloud) 
remained  unclear.  On  1  July  1974,  HQ,  EUSA,  issued  instructions 
placing  the  postal  operating  units  under  the  operational  control 
of  the  local  commanders.  This  latter  directive  is  not  effectively 
in  force  and,  as  of  14  August  1974,  the  matter  was  still  under 
consideration  at  HQ,  EUSA.  The  situation  was  sufficiently  confusing 
to  the  commander  of  the  10th  APU  that  he  could  not  tell  the  project 
manager  who  his  rating  and  indorsing  officers  were  (they  are  the 
Corps  AG  and  the  Commander,  Special  Troops,  respectively,  which 
places  two  different  headquarters  in  the  rating  chain).  Further, 
this  arrangement  results  in  the  Commander,  Camp  Humphries,  having 
operational  control  over  the  First  AG  Military  Mail  Terminal,  which 
provides  both  local  APO  service  and  a  country-wide  mail  movement 
mission  from  Kimpo  International  Airport.  The  latter  function  is  more 
properly  a  mission  of  the  Adjutant  General,  EUSA.  Otherwise,  the 
Staff  Postal  Officer,  EUSA,  exercises  staff  supervision  over  all 
Army  postal  activities  in  Korea. 

(5)  The  Army  postal  activities  in  Thailand  are  operated  by 

the  Office  of  The  Adjutant  General,  US  Army  Support,  Thailand.  There 
are  two  other  APOs ,  one  each  in  Monrovia,  Liberia,  and  Kinshasa, 

Zaire,  which  are  under  the  operational  control  of  their  MAAGs . 

c.  Functions  which  are  based  on  detailed  Department  of  the  Army 
guidance  and  the  operating  traditions  of  the  Army  postal  service,  are 
generally  the  same  in  all  commands  and  operations  are  similar.  Overseas, 
these  functions  involve  providing  complete  postal  service  to  the  military 
community.  The  military  mail  terminals  are  the  operating  interface 
between  the  United  States  Postal  Service  (USPS)  and  the  overseas  commands. 
The  Postal  Directorate,  TAGCEN,  provides  staff  supervision.  In  the  United 
States  and  its  possessions,  the  USPS  or  local  counterparts  operate  the 
mail  distribution  services.  All  commands  follow  a  well-defined  inspection 
sequence.  FORSCOM  commands  all  active  Army  and  USAR  postal  units  in  the 
USA.  Documentation  is  provided  at  Appendix  2,  Annex  B.  (Objective  2b(2)  .) 

d.  There  is  no  systematic  means  of  getting  information  to  decision 
makers;  information  is  generally  developed  and  accumulated  through  inspect¬ 
ions.  There  is  little  management  by  objectives,  use  of  review  and  analysis, 
and  little  use  of  management  indicators.  The  major  commands  use  basically 
the  same  sources  of  information.  These  are  unit  mailroom  inspections, 
triannual  inspections,  correspondence  and  oral  communications  from  higher 
and  lower  headquarters,  and  reports  of  offenses  against  the  mail. 
Documentation  is  provided  at  Appendix  4,  Annex  B. 
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(Objective  2b(2).) 

(1)  USAREUR 

(a)  There  is  no  systematic  means  of  ensuring  that  problems  are 
identified. 

(b)  The  Postal  Group  does  not  have  a  review  and  analysis  program. 
ADP  support  is  used  for  directory  rosters,  MOS  mismatch  rosters  to 
detect  malassignment  of  enlisted  soldiers,  identifing  units  with 
increases  in  any  category  of  claims  (roster  provided  by  the  USPS, 
offending  units  receive  letters  and  follow-up  inspections),  and 

they  are  experimenting  with  an  EES  claim  roster  to  determine  trends 
in  losses  and  damages . 

(c)  The  one  management  indicator  is  derived  from  mail  transit 
surveys  which  are  used  to  identify  and  correct  slow  movement  of  mail. 

The  Group  also  uses  a  rule-of-thumb  (they  consider  it  a  management 
indicator)  of  one  postal  clerk  to  500  people  served  for  manpower 
adjustments . 

(d)  Also  used  for  management  purposes  are  reports  to  tri-annual 
inspections,  correspondence  from  HQDA,  monthly  reports  of  money  orders 
and  stamps  sold,  APO  requests  for  assistance,  reports  of  recurring  un¬ 
satisfactory  mailroom  reports,  IG  reports,  and  complaints. 

(e)  Policy  making  in  postal  is  performed  only  at  the  group 
headquarters,  and  when  deemed  necessary  (e.g.  transportation),  co¬ 
ordinated  with  the  appropriate  HQ,  USAREUR,  staff  agency.  Purely 
postal  policy  decisions  are  made  within  the  group  headquarters, 
approved  by  the  commander,  and  presented  orally  to  the  AG,  USAREUR. 

(2)  Eighth  US  Army. 

(a)  The  Staff  Postal  Officer  prepares  a  portion  of  the  head¬ 
quarters  quarterly  review  and  analysis  covering  postal  incidents  and 
unsatisfactory  quarterly  inspections. 

(b)  EUSA  performs  triannual  inspections.  Unsatisfactory 
reports  result  in  re  inspect  ions  within  thirty  days  and  assistance 
visits  are  made  before  the  re  inspect  ion.  The  EUSA  Adjutant  General 
signs  all  unsatisfactory  reports  and  all  other  inspection  reports 
go  to  him  for  information. 

(c)  HQ,  EUSA,  uses  reports  of  unsatisfactory  mailroom 
inspections  and  the  postal  claims  report  from  the  USPS  to  detect  problem 
areas.  The  Adjutant  General  is  informed  of  problems  detected  and 
measures  taken  to  correct  them.  In  regard  to  unsatisfactory  mailroom 
reports,  the  requirement  to  correct  deficiencies  contained  in  a  second 
unsatisfactory  mailroom  report  is  signed  by  the  Adjutant  General.  If 
there  were  a  third  unsatisfactory  report,  the  EUSA  Chief  of  Staff  would 
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sign  the  forwarding  correspondence. 

(d)  The  Staff  Postal  Officer  does  make  check-letter  studies  of 
mail  transit  times,  but  no  action  seems  to  result  from  these.  When 
Headquarters,  USARPAC  was  in  charge  of  postal  operations,  copies  of 
these  reports  were  sent  to  that  headquarters. 

(e)  Postal  policy  questions  are  limited  to  the  foregoing  and 
Status  of  Forces  Agreement  questions.  Postal  policy  is  usually  approved 
by  the  EUSA/USKF/UNC  Chief  of  Staff  except  for  items  strictly  within 
Army  purview  which  the  Adjutant  General  approves.  However,  there  is 
sufficient  cross-servicing,  especially  between  the  Air  Force  and  the 
Army,  that  most  postal  policy  matters  must  be  forwarded  to  the  Chief  of 
Staff.  The  Adjutant  General  is  responsible  for  joint  postal  policy. 

(f)  There  is  no  system  of  management  indicators  and  ADP  support 
is  limited  to  an  alpha  roster  which  is  used  for  directory  service. 

(3)  USARJ  (Honshu  and  Okinawa). 

(a)  There  is  no  system  of  management  indicators  and  there  is  no 
participation  in  a  review  and  analysis  program. 

(b)  Okinawa  has  no  APOs  to  inspect  but  does  inspect  about  thirty 
mailrooms  on  a  quarterly  basis.  A  second  inspection  failure  results  in 
a  formal  report  to  the  staff  postal  officer  who  requires  correction  by 
the  offending  unit.  Assistance  visits  are  made  when  serious  problems 
are  developed.  Transit  times  are  measured  by  test  cards  and  the  results 
published  for  use  by  patrons.  No  other  action  is  taken.  There  is  no 
local  ADP  support. 

(c)  On  Honshu,  quarterly  intransit  times  are  used  to  determine 
problem  areas.  Reports  of  errors  in  make-up  and  disposition  of  mail 
are  used  to  determine  tdiich  APOs  need  correction  or  assistance.  The 
only  ADP  support  available  is  the  SIDPERS  generated  directory  service 
roster . 

(d)  The  postal  operations  in  both  Okinawa  and  Honshu  are  rapidly 
shrinking  along  with  the  troop  populations  served.  Therefore,  postal 
operations  are  relatively  small  in  scale,  not  requiring  extensive 
operational  and  policy  decisions. 

(4)  Thailand  (not  visited)  . 

(a)  US  Army  Support,  Thailand,  uses  a  monthly  postal  claims  and 
inquiries  report,  monthly  report  of  customs  violations  in  mail,  and 
an  ADP-generated  alpha  roster  for  locator  service. 

(b)  The  Postal  Branch,  Personnel  and  Administrative  Activity, 


18 


operates  one  APO  and  one  MAO  and  conducts  quarterly  unit  mailroom 
inspections.  The  Director  of  Postal  Operations  conducts  the  triannual 
audits  and  inspections. 

(5)  Other. 

(a)  The  other  commands  are  responsible  for  mail  management  and 
mailroom  operations,  except  in  Alaska,  where  FORSCOM  operates  one  small 
APO  at  Fort  Greely.  They  conduct  formal  postal  inspections  of  and  provide 
staff  assistance  to  installation,  division,  and  other  units.  These 
inspections  cover  postal  files  and  records,  training,  readiness,  mail 
management,  and  unit  mailroom  operations. 

(b)  The  results  of  the  foregoing  inspections  are  reviewed  by  the 
Director  of  Postal  Operations  and  the  Adjutant  General.  Follow-up 
action  is  then  taken. 

(6)  Postal  Directorate,  TAGCEN.  The  Directorate  uses  the  following 
reports : 

(a)  TAGO  Report  32.  This  is  a  yearly  manpower  and  workload 
report  used  to  provide  similar  data  to  the  TAGO  Comptroller. 

(b)  Triplicate  copies  of  reports  of  annual  and  triannual  audits 
of  COPE  (Custodian  of  Postal  Effects)  accounts  (DA  Form  3741)  . 

Original  and  duplicate  are  sent  to  the  accountable  postmaster. 
Discrepancies  noted  are  made  the  subject  of  correspondence  by  PSD 

to  the  major  command  concerned. 

(c)  One  copy  of  each  order  Appointment  Affidavit  (PS  Form  62) 
designating  an  Army  postal  clerk. 

(d)  Quarterly  report  of  transactions  (stamp  and  money  order  sales, 
money  orders  cashed,  and  insured  and  registered  mail). 

(e)  Reports  support? ig  and  outputs  of  the  Military  Automated  Mail 
System  (MAMAS),  which  are  described  in  Annex  C.  MAMAS  was  being 
reprogrammed  for  the  UNIVAC  1108  by  Computer  Systems  Command  at  the 

time  of  this  writing.  When  it  was  originally  programmed  for  the  IBM  1401 
by  a  trainee  programmer,  no  documentation  was  retained.  These  original 
programs  were  incomplete,  with  the  result  that  the  Transportation 
Division  has  had  to  perform  additional  manipulations.  This  system  has 
been  in  the  developmental  stage  for  approximately  two  years;  as  a 
result  there  is  some  disenchantment  with  it  on  the  part  of  the  users 
and  computer  services  personnel.  Thus,  problem  areas  and  erroneous 
output  are  being  worked  on  by  the  personnel  of  the  Transportation 
Division  and  Computer  Services  Offices  of  the  TAGO  Comptroller. 

e.  The  use  of  data  concerning  populations  served  is  not  a  reliable 
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means  of  determining  workload  and  establishing  APO  personnel  requirements, 
as  shown  at  Appendix  6,  Annex  B.  (Objectives  2b(l),  (2),  (3).) 


f.  Manpower  is  based  on  TPA  authorizations  for  garrison  operations 
and  the  TOE  of  combat  service  support  units  in  the  Army  inventory.  In 
Europe  and  Korea,  such  units  also  provide  garrison  support.  Documentation 
is  provided  at  Annex  B.  (Objective  2b(2) .) 

g.  Headquarters,  US  Army  Postal  Group,  Europe  (USAPGE)  was  unable 
to  provide  data  concerning  its  facilities.  During  his  trip  to  Europe, 
the  Project  Manager  formed  the  impression  that  allocation  of  facilities 
to  postal  operations  was  made  by  local  community  leaders  based  on  their 
priorities.  Detailed  data  was  obtained  for  post  offices  elsewhere. 

Documentation  is  provided  at  Appendix  7,  Annex  B.  (Objectives  2b(l), 

(2),  (3).) 

h.  Post  office  operations  performed  at  Headquarters,  Department  of 
the  Army  would  not  be  greatly  affected  if  at  all,  by  reorganization.  Chart 
Three  summarizes  the  comparison  of  three  possible  organizations  (centralized, 
current,  and  current  modified  with  a  management  information  system). 

(1)  The  operators  of  the  Army  postal  system  are  at  the  Army  post 
office  (APO)  level.  These  people  use  detailed  guidance  in  the  form  of 
USPS  documents  (Postal  Manual,  Postal  Bulletin,  etc.)  and  the  Army 
Regulations  for  which  the  Postal  Directorate,  TAGCEN  is  proponent.  The 
major  commands  serve  as  staff  supervisors  of  the  fulfillment  of  USPS 
and  Army  policies  by  the  APOs,  except  for  USAREUR,  where  the  US  Army 
Postal  Group,  Europe  also  commands  most  of  the  postal  units.  Data 
supplied  by  the  APOs  to  the  major  command  level  were  in  all  commands 
essentially  the  same,  regardless  of  organization. 

(2)  What  might  be  affected  by  reorganization  is  how  the  major  comnands 
performed  their  non-post  office  functions  of  command  and  coordination, 
particularly  in  regard  to  APO  location  (affected  by  population  characteristics), 
transportation  scheduling  (affected  by  modes  available,  redundancy,  joint 
scheduling  with  other  services,  relative  costs  of  alternative  modes,  and 
schedules  of  connecting  transportation),  management  of  operating  costs, 
personnel  allocation,  and  the  procurement,  repair,  and  replacement  of 
equipment.  Given  the  Army's  methods  of  planning,  programming,  and 

budgeting  and  the  fact  that  the  APO  system  is  an  overseas  (extra-USPS) 
operation,  the  systematic  management  of  the  Army  postal  system  is 
appropriately  performed  at  major  command  level. 

(3)  The  functions  now  performed  at  Headquarters,  Department  of  the 
Army  level  (Postal  Directorate,  TAGCEN),  would  not  be  reallocated; 
however,  under  a  centralized  concept,  Headquarters  Department  of  the 
Army  would  accumulate  additional  responsibilities  for  management  of  the 
system  and  fulfill  them  in  an  organization  which  paralleled  the  command 
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structure  of  the  Army  in  relation  to  the  major  commands.  Thus,  Postal 
Directorate,  TAGCEN,  would  perform,  as  now,  overall  coordination  of 
international  mail  transportation,  issue  regulations  and  guidance, 
review  readiness  of  units,  ensure  integrity  of  the  mails,  operate 
military  mail  terminals,  and  manage  Army  indicia  costs.  Fulfilling 
these  responsibilities  would  not  require  structural  reorganization. 

(4)  Thus,  the  alternative  becomes  one  of  what  information  is  available, 
how  it  flows,  who  uses  it,  and  for  what  purposes  it  is  used?  This  is  a  major 
void  and  one  that  really  needs  to  be  resolved,  rather  than  reorganization, 
particularly  since  the  Army  postal  system  could  be  reorganized  as  a  command, 
as  is  the  case  with  the  USAF  Postal  and  Courier  Service,  yet  not  have  a 
management  information  system,  as  is  also  the  case  of  the  USAFPCS.  By 
developing  data  on  populations  served,  nature  of  mail  volume  by  APO, 
transit  time  analysis,  transportation  costs,  and  equipment  data,  either 
the  major  command  or  the  Postal  Directorate  (or  the  USA  Postal  Agency 
or  the  Postal  Group)  would  be  able  to  identify  incipient  or  existing 
problem  areas  and  take  corrective  action. 

5 .  Conclus ions : 

a.  A  centralized  organization  would  facilitate  implementation  of 
DA  policies  and  worldwide  management  of  the  Army  postal  system  by  means 

of  simplifying  the  command  structure  as  it  applies  to  the  postal  function, 
resulting  in  more  efficient  management  and  potential  for  cost  savings 
through  elimination  of  redundant  functions  of  the  three  services. 

(Objectives  2b(3),  (4),  (5).) 

b.  There  is  not  sufficient  data  available,  particularly  in  the  areas 
of  military  surface  transportation  and  facilities,  to  indicate  by  means 
of  a  comprehensive  cost-benefit  analysis,  that  a  centralized  organization 
would  be  economically  desirable  or  undesirable.  Chart  Four  summarizes  the 
types  of  cost  data  available  or  which  could  be  computed  without  extensive 
research.  (Objectives  2b(l),  (2),  (3),  (5).) 

c.  The  establishment  of  a  centralized  postal  organization  would 
require  more  personnel  spaces  even  if  support  functions  such  as  budget 

and  fiscal,  transportation,  personnel  administration,  personnel  management, 
and  supply  were  provided  by  the  supported  commands.  Thus,  there  would  be 
both  an  increase  in  manpower  costs  and  an  increase  in  the  overall  support 
force  strength.  (Objectives  2b(4) ,  (5).) 

d.  Overseas  postal  activities  should  be  centrally  managed  by  the 
appropriate  overseas  major  commands  (as  is  done  in  Europe)  in  order  to 
standardize  control  to  effect  timely  and  efficient  movement  of  mail. 

This  is  particularly  true  in  regard  to  Korea,  which  could  achieve 
centralized  control  by  placing  the  four  non-d iv is ional  postal  units 
under  the  operational  control  of  The  Adjutant  General  of  Headquarters, 

Eighth  United  States  Army.  (Objective  2b(6).) 
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e.  Much  data  is  available,  but  no  systematic  approach  is  taken  to 
problem  identification  and  solution.  A  basic,  Army-wide  set  of  indicators 
is  required  to  facilitate  identification  of  problems  requiring  managerial 
attention.  (Objectives  2b(l),  (2),  (3),  (4),  (5),  (6).) 

f.  Improvement  of  facilities  in  Europe  and  equipping  APOs  Army-wide 
is  required  to  bring  them  up  to  USPS  standards  in  appearance  and  service, 
and  to  permit  greater  use  of  equipment  such  as  conveyers  in  mail  processing. 
(Objectives  2b(l),  (2).) 

g.  In  Europe,  particularly,  transportation  modelling  techniques  using 
automatic  data  processing  might  have  the  potential  for  considerable 
economies  by  consolidation  of  truck  runs  of  both  the  Army  and  the  Air 
Force  and  better  scheduling.  (Objectives  2b(l),  (2),  (3),  (4),  (5),  (6).) 

h.  The  three  preceding  conclusions  require  the  development  of  a 
management  information  system. 

6 .  Recommendat ions : 

a.  Continue  to  operate  under  the  current  system  with  the  added 
benefit  of  a  management  information  system  (to  be  developed) . 

b.  Develop  a  management  information  system  for  the  Army  postal  system. 

c.  Conduct  a  study  to  determine  what  would  be  required  to  meet 
Department  of  Defense  and  United  States  Postal  Service  standards  for 
post  office  facilities  and  equipment. 

d.  Request  Eighth  United  States  Army  to  review  their  organisation 
for  postal  operations  based  on  this  report  to  eliminate  the  current 
multi-tiered  organization  with  conflicting  allocation  of  responsibilities 
and  resources. 


e . 

Zaire , 


Place  the  Army  Post  Offices  in  Monrovia,  Liberia,  and  Kinshasa, 
under  the  technical  supervision^of  US  Army  Postal  Group,  Europe. 


Lieutenant  Colonel,  AGC 
Project  Manager 
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DAAG-MAS 


DEPARTMENT  OF  THE  ARMY 

OFFICE  OF  THE  ADJUTANT  GENERAL 
WASHINGTON.  D.C.  20314 


1  8  JAN 


MEMORANDUM  THRU:  DIRECTOR  ARMY  POSTAL  SERVICES  DIRECTORATE 
TO:  PROJECT  MANAGER,  POSTAL  SERVICE  ORGANIZATION  STUDY 
SUBJECT:  Study:  Organisation  of  the  Army  Postal  Service 


1.  REFERENCES: 

a.  Postal  Regulations  of  DOD  and  the  Military  Postal  Services. 

b.  Manning  Tables  of  the  Military  Postal  Services. 

c.  Postal  TOE  and  TDA  of  the  Military  Postal  Services. 

d.  USPS/DOD  Postal  Agreement. 

e.  USPS  Postal  Manual. 

f.  Chapter  6,  FM  101-5. 

2.  PURPOSE: 

To  determine  the  type  of  organisation  needed  to  best  perform  the 
postal  mission  of  the  Army,  to  include  structure,  functions,  command 
relationships,  organisation  for  planning,  operational  effectiveness, 
and  decision— making.  This  study  is  categorised  as  an  Army  management 
study  in  accordance  with  AR  5-5  and  is  designated  for  first  level 
control  as  defined  in  TAGO  Reg  1-53. 

3.  TERMS  OF  REFERENCE: 

a.  Problem:  The  general  absence  of  management  information  and 
control  at  Headquarters,  Department  of  the  Army  level  and  the  require¬ 
ment  to  deal  directly  with  DOD  and  the  USPS  on  behalf  of  the  Army  re¬ 
quires  that  the  Army  Postal  Service  be  thoroughly  examined  to  deter¬ 
mine  if  the  present  organisational  concept  should  be  continued  or 
modified  or  another  organisation  adopted  to  insure  the  best  possible 
postal  service  for  the  Army  in  the  foreseeable  futurr-.  The  relatively 
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low  level  of  central  control  results  in  lesser  responsiveness  to  DA 
directives  and  mail  management  economics. 

b.  Current  situation:  TAG  exercises  DA  staff  supervision  over 
the  worldwide  Army  postal  system  through  the  Army  Postal  Services  Di¬ 
rectorate.  The  director,  in  turn,  executes  TAG  staff  responsibility, 
disseminates  Army  postal  policy.  Implements  postal  procedures,  budgets 
for  postal  transportation  and  official  mail  costs,  exercises  comand 
control  over  two  CONUS  military  mail  terminals,  and  exercises  opera¬ 
tional  control  over  attached  base  post  offices.  Each  major  CONUS  and 
oversea  coonander  establishes,  staffs,  equips,  and  controls  the  Army 
postal  activities  in  his  area.  MILPERCEN  supplies  operating  personnel 
in  response  to  comnand  requisitioning.  The  USAIA  provides  formal 
postal  training.  The  organization  of  the  Army  Postal  Service  has 
existed  along  these  general  lines  since  World  War  II.  The  advantages 
and  disadvantages  in  the  present  organization  are  outlined  at  inclo¬ 
sure  1. 

c.  Objectives: 

(1)  Establish  the  criteria  for  an  effective  postal  organization 
in  terms  of  performance. 

(2)  Determine  the  present  organization  of  the  Army  Postal  Ser¬ 
vice  to  include  structure,  functions,  comnand  relationships,  organi¬ 
zation  for  planning,  operational  effectiveness,  and  decision-making 
(at  what  levels  are  which  types  of  decisions  made  and  based  on  what 
information?) . 

(3)  Conduct  data-validation  visits  to  selected  CONUS  and  oversea 
comnands  and  installations. 

(4)  Analyze  the  data  collected  on  the  current  organization  in 
terms  of  criteria  for  an  effective  postal  organization  to  determine 
its  planning  effectiveness,  operational  needs  and  capabilities,  deci¬ 
sion-making  responsibilities,  and  desirability  of  greater  or  less  cen¬ 
tralization. 

(5)  Design  alternative  organizations  to  test  for  desirability  of 
greater  or  less  centralization.  These  test  organizations  will  be 
prototypes  based  on  Army  organization,  missions,  and  functions;  not 
simply  existing  organizations  of  the  other  services.  However,  the  ad¬ 
vantages  and  disadvantages  of  these  organizations  (i.e.  the  centralised 


DMG-MAS 

SUBJECT:  Study:  Organization  of  the  Army  Postal  Service 


USAP  and  decentralized  USN  postal  organizations)  will  be  subjectively 
evaluated  during  the  validation  visits  to  oversea  commands. 

(6)  Test  the  alternate  organizations  against  the  previously  es¬ 
tablished  criteria  for  postal  effectiveness  to  determine  planning  ef¬ 
fectiveness,  operational  needs  and  capabilities,  and  decision-making 
responsibilities. 

(7)  Select  for  Implementation  the  organization  which  best  meets 
the  foregdeng  tests. 

d.  Limits: 

(1)  An  Army  organization  best  able  to  execute  the  Army  Postal 
mission. 

(2)  Oriented  on  development  of  a  postal  organization  which  is 
effective,  efficient  and  economical.  Resource  conservation  is  an  im¬ 
portant  factor. 

(3)  Take  cognizance  of  the  rules  and  regulations  promulgated  by 
the  USPS  for  postal  operations. 

(4)  Proceed  to  a  point  where  a  detailed  plan  is  ready  for  formal 
staffing  upon  TAG  approval. 

(5)  This  study  will  not  consider  the  Army  Courier  Service,  which 
is  part  of  a  joint  operation  for  which  the  Army  is  executive  agent. 

e.  Scope:  This  study  will  encompass  the  organizational  struc¬ 
ture  of  a  worldwide  Army  Postal  System  as  stated  in  paragraph  2. 

f.  Time  Frame:  The  study  project  will  commence  on  7  January 
1974  and  be  completed  as  detailed  herein  by  31  January  1975. 

g.  Assumptions: 

(1)  Each  military  service  will  continue  to  operate  its  own  postal 
service. 

(2)  Policy  guidance  will  continue  to  emanate  from  DOD. 

h.  Essential  elements  to  analyze:  See  inclosure  3. 
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i.  Environment:  The  Army  Postal  System  should  be  capable  of 
worldwide  mission  performance  in  a  wartime  or  peacetime  environment. 

It  should  have  the  capability  to  provide  postal  support  in  the  field 
to  contingency  forces  deployed  overseas  on  short  notice.  Postal  units 
should  be  capable  of  deploying  with  sufficient  equipment  to  enable 
them  to  become  operational  Immediately  upon  deployment  to  an  area 
lacking  suitable  military  facilities  and  specialized  postal  equipment. 

4.  SUPPORT  AMD  RESOURCE  REQUIREMENTS: 

a.  Postal  Services  Directorate. 

(1)  Supply  project  sponsor  and  project  manager. 

(2)  Supply  routine  administrative  and  clerical  support. 

(3)  Supply  one  additional  officer  or  civilian,  GS-11  or  higher, 
during  7-31  January  1974,  25  February  1974  -19  April  1974,  20  May  1974- 
19  July  1974,  5  August  1974-31  January  1975. 

b.  Centralized  Support  Division: 

(1)  Provide  word  Processing  support  upon  request. 

c.  TAGO  Comptroller: 

(1)  Allocate  sufficient  funds  to  support  necessary  TDY. 

(2)  Provide  additional  office  space  if  required  and  available. 

(3)  Provide  one  management  analyst  (manpower)  during  12-21  June 
1974,  20  September-13  December  1974;  all  dates  are  inclusive. 

d.  SD  &  BO: 

Analytic  support  on  an  occasional,  advisory  basis. 

5.  ADMINISTRATION: 

a.  Study  Title:  Army  Postal  Service  Organization  (APS0). 

b.  Project  Schedule:  See  Inclosure  4. 
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c.  Control  procedures: 

(1)  Project  Control  -  COL  Eubanks  (DAAG-SE),  Ext.  31929. 

(2)  Project  Sponsor  -  COL  Gaunt  (DAAG-MA),  Ext.  37550. 

(3)  Project  Manager  -  LTC  Leonard  (DAAG-MAS),  Ext.  31623. 

(4)  In-process  reviews  (IPR)  will  be  scheduled  by  SDEO.  The 
script  for  each  IPR  will  be  submitted  to  SDEO  two  working  days  prior 
to  formal  presentation  to  TAG  and  will  include  an  analysis  of  the  in¬ 
formation  developed  to  date. 


d.  Project  Format:  To  be  determined  later  by  the  Project  Manager 
in  coordination  with  the  Project  Sponsor. 

e.  Action  Document:  A  formal  staff/paper  containing  the  inclo¬ 
sures  Indicated  in  the  output  list  (Inclosure  7) . 


8  Inclosures 

1.  Advantages  &  Disadvantages 
Present  Organization 

2.  Concept  of  Study  Execution 

3.  Essential  Elements  to  Analyze 

4.  Project  Schedule 

5 .  Event  List 

6 .  Event  Diagram 

7 .  Output  List 

8.  Data  Collection  and 
Analysis  Plan 


V&jh 

Major  General,  USA 
The  Adjutant  General 


Advantages  and  Disadvantages  of  Present  Organization 

1.  The  advantages  of  the  present  organization: 

a.  Permits  mi nimum  staff  at  DA  level. 

b.  Delegates  operational  responsibility  to  the  field. 

c.  Allows  commanders  to  make  local  adjustment  in  personnel  and 
resources  to  meet  local  conditions. 

d.  Minimum  impact  of  TAG  in  areas  of  budget  preparation,  personnel 
management,  and  material  procurement. 

2.  The  disadvantages  of  the  present  organization: 

a.  Less  responsive  to  DA  Directives. 

b.  Less  responsive  to  mail  management  economies. 

c.  Reduced  DA  ability  to  control  quality  of  personnel  assigned  to 
postal  duties. 

d.  Lack  of  precise  knowledge  of  manpower  and  requirement  and 
resources  required  to  operate  the  Army  postal  services. 

e.  Encourages  development  of  individualized,  nonstandard  manage¬ 
ment  control,  accounting,  and  procedures  systems  by  individual  in¬ 
stallations  and  oversea  commands. 
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Concept  of  Study  Execution  (Methodology) 

1.  This  study  will  be  concerned  with  the  following  organizational 
aspects  of  the  Army  Postal  system:  Structure,  functions,  command 
relationships,  planning,  decision-making,  and  operational  effective¬ 
ness.  Although  equipment  and  personnel  are  important  elements  in  the 
design  of  an  optimum  organization,  they  will  not  be  considered  here; 
however,  toward  the  end  of  the  organization  study  a  decision  con¬ 
cerning  the  study  of  equipment  and  personnel  will  be  made.  The  organ¬ 
ization  of  the  Army  Postal  system  will  be  conducted  in  five  phases. 

a.  Establishment  of  the  criteria  for  an  effective  postal  organ¬ 
ization. 


b.  Collection  of  data  on  the  current  organization. 

c.  Verification  and  testing  of  data  collected. 

d.  Designing  of  alternative  organizations. 

e.  Selection  of  an  organization  for  implementation. 

2.  During  Phase  1  the  criteria  for  an  effective  postal  organization 
in  terms  of  performance  will  be  developed  within  the  Postal  Services 
Directorate,  TAGCEN.  These  criteria  will  be  oriented  on  the  goal  of 
rapid,  efficient,  and  economical  service  to  both  the  troops  and 
official  military  addresses.  Therefore,  standards  of  performance  and 
reporting  will  be  developed.  In  addition  to  such  standard  criteria 
as  ratio  of  Congressional  and  other  complaints,  ratio  of  offenses 
against  the  mails,  time  required  for  delivery  by  class  of  mail,  the 
study  yill  consider  such  aspects  as  meeting  statutory  requirements, 
transportation  management,  responsiveness  to  contingency  requirements, 
and  capability  of  executive  management  with  a  minimum  of  layering. 

These  criteria  will  be  developed  in  such  a  way  that  they  can  be  used 
during  succeeding  phases  as  standards  for  comparison  and,  ultimately, 
a  decision  concerning  the  organizational  recommendation  of  the  study. 
Thus,  the  development  of  realistic  yet  comprehensive  criteria  for  an 
effective  postal  organization  is  the  sine  qua  non  for  this  study. 

3.  Phase  II  will  be  concerned  with  the  determination  of  the  organi¬ 
zation  of  the  present  Army  Postal  system.  During  this  phase,  the 
existing  structure,  functions,  command  relationships,  organization 
for  planning,  operational  effectiveness,  decision-making,  performance 
indicators,  and  reporting  requirements  will  be  documented.  The  vehicle 
for  this  will  be  a  written  directive,  developed  within  the  Postal 
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Services  Directorate,  to  the  major  commands  of  the  Army  and  the 
Military  Mail  Terminals  to  obtain  responses  keyed  to  the  criteria 
for  an  effective  postal  organization  developed  in  Phase  II.  Command 
regulations,  personnel  authorizations,  functional  statements,  staff 
directories,  organizational  charts,  geographic  locations  of  units  by 
type,  and  data  on  populations  served  will  be  obtained. 

4.  During  Phase  III,  the  data  collected  on  the  present  organization 
will  be  validated  and  tested  within  the  Postal  Services  Directorate 
against  the  criteria  for  an  effective  postal  organization  to  deter¬ 
mine  if  the  present  organization  meets  these  standards.  The  opera¬ 
tional  needs  and  capabilities,  decision-making  responsibilities, 
planning  effectiveness,  and  desirability  of  greater  or  less  central¬ 
ization  will  be  formally  estimated.  The  validation  of  the  informa¬ 
tion  will  include  visits  by  the  project  manager  to  selected  responding 
commands  and  units  in  Europe  and  the  Far  East  to  compare  their 
responses  with  actual  operations.  During  these  visits,  briefings  on 
the  purpose  and  need  for  the  study  will  be  conducted.  A  study  folder 
for  each  command  visited  will  be  prepared  prior  to  departure  from  CONUS 
to  guide  the  project  manager.  This  folder  will  Include  specific 
responses  for  verification  at  each  command  or  unit  visited,  a  copy  of 
the  command's  reply  to  the  original  request,  and  other  topics  for 
inquiry,  relevant  to  the  study,  developed  by  the  Postal  Services 
Directorate. 

5.  During  Phase  IV  alternate  organizations  will  be  designed  and  their 
capabilities  tested  against  the  criteria  for  an  effective  postal  organ¬ 
ization.  These  organizations  will  be  prototypes  based  on  Army  organ¬ 
izations,  missions,  and  functions;  not  simply  copies  of  the  existing 
organizations  of  the  other  services.  One,  however,  will  be  a  vertical, 
integrated.  Army-wide  organization.  Modular  inspectorate  and  central 
budget  offices  will  he  developed  as  staff  additions  to  the  present 
organization  or  to  be  included  in  some  other  form  of  organization. 

For  example,  consolidation  of  administrative  functions  at  Department 
of  the  Army  level  while  decentralizing  operational  levels  under  co¬ 
ordinate  control  of  TAGCEN  may  he  considered  as  an  alternative  organ¬ 
ization  which  lies  between  a  tightly  centralized  organization  and  the 
present  organization.  Any  decentralized  organization  will  conform  to 
the  geographic  boundaries  of  the  major  commands.  This  phase  will  re¬ 
quire  the  assistance  of  one  manpower  analyst  from  the  Office  of  the  TAGO 
Comptroller  for  the  duration  of  the  phase  for  approximately  fifty 
percent  of  that  person's  time.  These  alternative  organizations  will 
be  tested  on  the  same  basis  as  was  the  present  organization  to  determine 
planning  effectiveness,  operational  needs  and  capabilities,  decision¬ 
making,  and  the  problems  of  centralization  as  opposed  to  decentral¬ 
ization.  The  testing  technique  will  be  developed  based  on  Chapter 

6.  FM  101-5. 
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6.  During  Phase  V,  one  organization  will  be  selected  for  implementation 
baaed  on  the  tests  during  Phases  III  and  IV.  This  organization  may 
actually  contain  modifications  as  the  results  of  those  tests.  A 
comparislon  of  personnel  costs  between  the  present  and  proposed  or¬ 
ganizations  will  be  prepared.  The  proposed  organization  will  be 
presented  to  TAG  in  a  staff  study  which  includes  a  schedule  for  im¬ 
plementation.  The  staff  study  will  also  contain  a  recommendation 
for  or  against  initiating  studies  of  postal  equipment  and  personnel. 
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Essential  Elements  to  Analyze 


1.  Does  service  to  the  troops  and  official  military  addressees  meet 
acceptable  standards  (e.g.  those  of  the  USPS)? 

2.  Are  statutory  requirements  met? 

3.  What  is  the  interface  with  the  USPS,  foreign  postal  services,  and 
other  government  activities? 

4.  What  are  the  capabilities  of  executive  management  (e.g.  a  minimum 
of  layering)?  Is  authority  to  make  decisions  delegated  to  the  lowest 
level  where  information  is  available? 

5.  Are  satisfactory  operations  achieved  with  a  minimum  of  supervision? 

6.  How  effective  is  the  management  of  mall  transportation? 

7.  Is  world-wide  organizational  standardization  achieved? 

8.  Is  centralization  6f  budgetary  control,  including  management  infor¬ 
mation,  desirable? 

9.  Is  establishment  of  a  postal  inspectorate  desirable? 

10.  Is  there  responsive  decision- reaction  time? 

11.  Is  there  clear  definitive,  and  equitable  assignment  of  responsibility 
for  postal  support? 

12.  Is  the  postal  organization  responsive  to  contingency  requirements? 

13.  Are  optimum  populations  served  by  postal  operating  units? 

14.  What  are  the  desired  management  indicators? 

15.  What  are  the  desired  reporting  requirements? 

16.  What  are  standard  rates  of  congressional  and  other  official  complaints? 

17.  What  are  standard  rates  of  offenses  against  the  mail? 

18.  What  is  the  current  postal  operating  structure  of  the  Army  by  unit 
and  staff  office,  including  operational  control? 
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19.  Is  centralization  of  current  organization,  including  spans  of  con¬ 
trol,  layering  of  echelons,  and  communications  channels  desirable? 

20.  What  is  the  current  organization  for  planning,  including  functions 
performed  by  planning  elements  at  all  echelons? 

21.  What  are  the  functions  performed  by  each  unit  and  staff  element? 

22.  At  which  echelons  are  decisions  made  and  on  what  information? 

23.  What  are  the  current  management  indicators? 

24.  What  are  the  current  reporting  requirements? 

25.  What  is  the  volume  of  mail  by  category  handled  by  each  postal  unit? 

26.  What  are  the  populations  served  by  each  postal  operating  unit? 

27.  What  are  the  organizational  objectives?  Are  they  measurable,  are 
they  measured,  and  are  they  attained? 

28.  Is  there  a  control  system  to  alert  managers  at  all  echelons  to  defi¬ 
ciencies?  Is  appropriate  action  taken? 

29.  Is  the  postal  organization  responsive  to  operational  requirements 
(peak  periods  and  deployments)? 

30.  Do  USPS  operations  meet  the  requirements  of  CONUS  installations? 

31.  What  are  the  viable  alternative  organizations  (e.g.  a  vertical, 
integrated.  Army-wide  organization)? 
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Project  Schedule 


Phase  I:  Development  of  the  criteria  for  an  effective  postal  organi¬ 
zation,  7  January  -  31  March  1974. 

7  January  -  3  March  1974:  Obtain  information  on  which  to  develop  the 
criteria. 

4  March  -  31  March  1974:  Develop  criteria. 

Phase  II:  Determination  of  the  present  organization  of  the  Army  postal 
system,  1  April  -  11  June  1974. 

1-8  April  1974:  Develop  and  issue  requests  for  organizational  data 
from  all  major  conmands. 

9  April  -  11  June  1974:  Receive  and  organize  information  from  the 
major  conmands. 

Phase  III:  Validation  and  testing  of  data  pertaining  to  the  present 
organization,  12  June  -  19  September  1974. 

12  June  -  8  July  1974:  Prepare  study  plan  for  and  visits  to  CONUS 
activities. 

9  July  -  19  August  1974:  Prepare  study  plan  for  and  visits  to  over¬ 
seas  commands. 

20  August  -  19  September  1974:  Organization  and  testing  of  data  on  current 
organization  against  the  criteria  for  an  effective  postal  organization. 

Phase  IV:  Design  and  test  alternate  organizations  against  the  criteria 
for  an  effective  postal  organization,  20  September  -  19  November  1974. 

20  September  -  4  October  1974:  Design  one  centralized  and  one  decen¬ 
tralized  postal  organization. 


7-14  October  1974:  Prepare  testing  methodology. 

15  October  -  19  November  1974:  Test  prototype  organizations. 

Phase  V:  Selection  of  an  organization  for  implementation,  20  November 


1974  -  31  January  1975. 

20  November  -  4  December  1974:  Select  and  make  any  required  modi¬ 
fications  to  the  organization  (current  or  prototype)  which  best  meets 
the  requirements  of  the  Anqy. 

5-13  December  1974s  Prepare  analysis  of  personnel  costs;  make  adjust¬ 
ments,  where  feasible,  to  reduce  the  costs  of  the  organization  selected. 

14  December  1974  -  31  January  1975:  Prepare  and  staff  the  proposed 
organization.  Include  a  schedule  for  implementation  upon  approval. 


Event  List; 


Phase  I:  Development  of  the  criteria  for  an  effective  postal  organisa¬ 
tion  ,  7  January  -  31  March  1974. 

1.  Commence  study.  Prepare  questionnaires  to  the  deputy  di¬ 
rector,  heads  of  divisions  of  the  Postal  Services  Directorate,  command¬ 
ers  of  the  military  mail  terminals,  and  major  DA  commands  to  elicit 
performance  standards  for  postal  service  within  their  areas  of  operation. 

a.  Plans  and  programs,  including  budgetary  control  and  man¬ 
agement  indicators. 

b.  Operations  (Congressional  and  other  complaints,  offenses 
against  the  mail,  etc.). 

c.  Transportation  management. 

d.  Liaison  with  and  operations  involving  the  Postal  Concen¬ 
tration  Centers. 

e.  CONUS  Installation  mail  management. 

f.  Overseas  command  mail  management. 

g.  Responsiveness  to  contingency  requirements. 

h.  Management  Indicators. 

2.  Staff  questionnaire  with  Comptroller  and  project  control. 

3.  Issue  questionnaire. 

4.  Document  statutory  requirements  of  and  limitations  on  the 
military  postal  services. 

5.  Document  nature  of  interface  with  the  USPS,  foreign  postal 
services,  other  government  agencies,  and  commercial  carriers. 

6.  Reply  to  questionnaire  received.  Commence  staff  analysis 
of  questionnaire  within  Postal  Service  Directorate. 

7.  Develop  performance  standards  and  management  indicators 
for  an  effective  postal  service. 

a.  Service  to  the  troops  and  other  official  mail  addresses 
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(nature  and  responsi  ?.3a*s  of  various  types  of  postal  service). 

b.  Requirements  for  coordination  or  cooperation  with  the  USPS, 
foreign  postal  services,  other  US  governmental  agencies,  and  comnercial 
carriers. 

c.  Decision-making  authority  (placement  and  information 
available) . 

d.  Span  of  control. 

e.  Extent  of  supervision. 

f.  Standardization  of  organization. 

g.  Transportation  management. 

h.  Budgeting  responsibilities,  including  management  informa¬ 
tion. 

i.  Postal  inspectorate. 

j.  Decision-reaction  time. 

k.  Responsibilities  for  postal  support. 

l.  Contingency  requirements. 

m.  Populations  to  be  served. 

n.  Desired  management  indicators  (include  complaints  and 
mail  offenses). 

o.  Desired  reporting  requirements. 

8.  In-proceas  review. 

Phase  II:  Determination  of  the  present  organization  of  the  Army  postal 
system,  1  April  -  11  June  1974. 

9.  Prepare  requests  for  information  from  all  major  commands, 
including  TAGCEN,  for  all  operating  and  staff  activities  under  their 
command  jurisdictions . 

a.  Organization  charts  and  staff  directories. 

b.  Functional  statements. 
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c.  Manpower  authorizations. 

d.  Data  on  populations  served. 

e.  Locations  of  postal  units  by  type. 

f.  Command  relationships. 

g.  Budgetary  responsibilities  for  postal  operations. 

h.  Organization  for  planning. 

i.  Management  indicators. 

j.  Reporting  requirements. 

K.  Command  regulations. 

1.  Postal  inspectorate  responsibilities. 

10.  Requests  developed  during  event  9  issued. 

11.  Obtain  from  USPS,  DOD,  USN,  and  USAF  pertinent  information 
concerning  current  trends  in  regard  to  postal  operations  as  they  might 
affect  the  Army. 

12.  Replies  to  requests  developed  during  event  9  and  issued 
during  event  10  received. 

13.  Verify  completeness  of  replies  and  organize  information 
received  by  category  requested  to  facilitate  analysis. 

14.  In-process  review. 

Phase  III:  Validation  and  testing  of  data  pertaining  to  the  present  or¬ 
ganization,  12  June  -  19  September  1974. 

15.  Prepare  validation  study  plan  for  CONUS  visits  based  on 
replies  from  CONUS  commands. 

a.  Organization. 

b.  Organizational  objectives. 


c.  Command  relationships 


d.  Span  of  control. 

e.  Management  indicators. 

f.  Reporting  requirements. 

g.  Functional  statements. 

h.  Organization  for  planning  and  planning  effectiveness. 

i.  Populations  served. 

j.  Decision-making. 

k.  Locations  of  units. 

16.  Visit  XVIII  Airborne  Corps  (USPS  post  office.  Corps  postal, 
82d  Abn  Div  postal,  and  305th  APU)  to  verify  data  obtained  during  events 
6  and  12.  Also: 

a.  How  mail  is  managed  at  a  major  installation. 

b.  How  postal  support  will  be  provided  if  airborne  "D"  pack¬ 
age  when  deployed. 

17.  Visit  HQ  FORSCOM  to  confirm  operational  (deployment)  con¬ 
clusions  derived  at  XVIII  Abn.  Corps  as  well  as  verify  information  per¬ 
taining  to  that  headquarters  received  during  event  12. 

18.  Examine  NY  WT,  BPO,  and  PCC  operations  after  move  to  Secau- 
cas.  Is  a  separate  BPO  required? 

19.  Examine  SF  MMT,  BPO,  and  PCC  mail  handling  procedures.  Is 
a  separate  BPO  required? 

20.  Prepare  study  plan  for  Atlantic  and  Pacific  area  visits  in 
same  manner  as  in  event  15. 

21.  Visit  activities  in  the  Atlantic  area  to  verify  information 
collected  during  events  6  and  12. 

a.  HQ  USAREUR 

b.  USA  and  USAF  activities  at  Frankfurt, 

c.  Wiesbaden  AFB 
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d.  Munich  Army  postal  activities. 

e.  TASCOM 

f.  ASCOM 

g.  A  division 

22.  Visit  activities  in  the  Pacific  area  for  same  reason  as 

Europe . 

a.  HQ  USARPAC  (USA/USAF/USN) 

b .  Japan 

(1)  HQ  USAJ 

(2)  Yokahama  (BPO  and  Navy  facility). 

(3)  Tokyo  AMT. 

c.  Korea 

(1)  HQ,  Eight  Army 

(2)  Second  Division 

(3)  ASCOM 

(4)  Seoul  AMT 

23.  Prepare  in-process  review.  Include  evaluation  of  informa¬ 
tion  received  during  event  12  based  on  validation  trips. 

24.  In-process  review. 

25.  Organize  data  on  current  organization  for  testing  against 
the  criteria  for  an  effective  postal  organization. 

26.  Test  data  or  current  organization  against  the  criteria 
for  an  effective  postal  organization. 

27.  Prepare  in-process  review.  Include  evaluation  of  the  cur¬ 
rent  organization  based  on  the  testing  in  event  25.  Evaluate  the 
organization's  operational  needs  and  capabilities,  decision-making  re¬ 
sponsibilities  and  effectiveness,  planning  effectiveness,  and  desir¬ 
ability  of  greater  or  less  centralization. 
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28.  In-p?ocess  review. 

Phase  IV:  Design  and  test  alternate  organisations  against  the 

criteria  for  an  effective  postal  organization,  20  Septeaber 
-  19  Noverber  1974. 

29.  Design  a  centralized,  vertical,  integrated  Arny-wide 
postal  organization  with  a  regional  headquarters  for  each  major  oversea 
command  and  a  complete  staff  (personnel  and  administration,  operations 
and  training,  intelligence  and  inspectorate,  logistics,  and  comptroller). 

30.  Design  a  less  centralized  organization  than  the  one  de¬ 
signed  in  event  29,  but  not  necessarily  less  centralized  than  the  cur¬ 
rent  organization  unless  the  test  of  the  current  organization  (event  25) 
indicates  that  a  less  centralized  organization  might  be  appropriate. 
Consider  consolidation  of  administrative  functions  at  TAGCEN  with  opera¬ 
tional  aspects  decentralized  under  TAGCEN  coordinate  control. 

31.  Prepare  testing  methodology  for  the  prototype  organizations 
using  Chapter  6,  FM  101-5  as  a  guide. 

32.  Test  both  prototypes. 

33 .  In-process  review. 

Phase  V:  Selection  of  an  organization  for  implementation,  20  November 
1974  -  31  January  1975. 

34.  Select  the  organization  which  best  meetBthe  criteria  for 
an  effective  postal  organization. 

35.  Make  any  modifications  required  to  the  selected  organiza¬ 
tion  based  on  the  tests. 

36.  Prepare  a  comparison  of  the  manpower  costs  of  the  current 
and  proposed  organizations. 

37.  If  personnel  costs  of  proposed  organization  are  higher 
than  those  of  the  current  organization,  review  proposed  organization  for 
cuts  (e.g.  transfer  budgetary  function  to  Comptroller,  decentralizing 
inspectorate  activities,  etc.). 

38.  Prepare  draft  staff  study  as  vehicle  to  present  proposal 
to  the  TAGCEN  staff  and,  informally,  to  DCSPER,  DOD  and  the  DSPS.  In¬ 
clude  annexes  for: 
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a.  Organization 

b.  Staffing 

c.  USN/USAF  organization  charts 

d.  Changes  to  current  directives 

e.  Schedule  for  implementation. 

39.  In-process  review. 

40.  Refine  proposal  as  required. 

41.  Present  staff  study  in  final  form  to  the  Adjutant  General 
for  approval  for  subsequent  staffing  among  the  Army  staff. 
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Output  List 
Review  Authority* 

-*•  Output 

to  dSj0^ 

°  ganization,  including  management  indicators. 

a.  Event  1,  7-16  Jan  1974. 

b.  Obtain  data  on  structure,  operations,  plans 
requirements!  2rSr^e““femeat' 

c.  Develop  within  Postal  Services  Directorate. 

incl^ntmnaseL^  ^diCa^sT^1  °rBanization> 

a.  Event  7,  11  -  27  March  1974. 

b.  Based  on  data  obtained  during  event  1. 

c.  Developed  within  the  Postal  Services  Directorate. 

^  ^roller. VaUdity  *“  F°Stal  Dlrectorate«  SDEO, 

3.  In-process  review. 

a.  Event  8,  28  March  1974. 

Bf*ef  TAG  00  standards  developed  for  an 
effective  postal  organization. 

”ithl"  PO*U1  Smt*~ 

4.  Request  for  organizational  information, 
a.  Event  9,1-6  April  1974. 

!Lnfabtain  data  °n  8 tructure,  functional  state- 

served  f11*1  equipoent*  Populations 

served,  and  locations  of  units  by  type. 

*  S  -  Sponsor,  C  -  Con^o/*61”1*6  "ithln  P°8tal  Services  Directorate. 
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5.  In-process  review. 

a.  Event  14,  11  Jane  1974. 

b.  Brief  TAG  on  present  organization  as  deter¬ 
mined  during  Phase  II. 

c.  Prepared  within  Postal  Services  Directorate. 

6.  Validation  study  plans  for  CONUS  and  overseas 
trips. 

a.  Events  15  and  20,  12  -  24  June  and  8-15 
July  1974. 

b.  Prepare  uniform  package  of  questions  to  be 
asked  and  other  information  desired.  Also  re¬ 
quirements  for  data  peculiar  to  particular  units. 

c.  Purpose  is  to  validate  information  obtained  dur¬ 
ing  events  6  and  12  and  conclusion  drawn  during  events 
7  and  13.  Also,  document  management  indicators  cur¬ 
rently  in  use  and  developed  during  this  study  by 
determining  existence  of  required  information,  its 
availability  and  reports  required  to  obtain  it. 

7.  In-process  review. 

a.  Events  23  and  24,  12  and  20  August  1974. 

b.  Brief  TAG  on  results  of  trips  to  validate 
information  collected  during  event  12. 

c.  Prepare  within  Postal  Services  Directorate. 

8.  In-process  review. 

a.  Events  27  and  28,  10  and  17  September  1974. 

b.  Brief  TAG  on  results  of  testing  the  current 
organization  against  the  criteria  for  an  effective 
postal  organization. 

c.  Prepared  within  the  Postal  Services  Directorate. 
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9.  Design  a  centralized  organization  for  testing 

a.  Event  29,  20-30  September  1974. 


S,C 

Comptroller 


b.  Vertical,  integrated.  Army-wide  with  a 
regional  headquarters  for  each  major  overseas 
command  and  a  complete  staff. 

c.  Prepare  within  the  Postal  Services  Directorate 
with  the  participation  of  a  management  analyst 
(manpower)  from  the  Comptroller. 

10.  Design  a  less  centralized  organization. 

a.  Event  30,  1-8  October  1974. 

b.  Not  necessarily  less  centralized  than  the 
current  organization  unless  the  latter  indicates 
such  a  design  might  be  appropriate.  Consider 
consolidation  of  administrative  functions  at 
TAGCEN  with  operational  aspects  decentralized 
under  TAGCEN  coordinate  control. 

c.  Prepare  within  Postal  Services  Directorate 
with  participation  of  a  management  analyst 
(manpower)  from  the  Comptroller. 

11.  Testing  methodology  for  the  prototype  or¬ 
ganizations. 

a.  Event  31,  8-14  October  1974. 

b.  Use  methodology  of  Chapter  6,  FM  101-5  as 
basic  approach. 

c.  Prepare  within  Postal  Services  Directorate. 

d.  Must  permit  validation  of  organization  in  terms 
of  performance  standards  and  measurable  by  management 
indicators  developed  during  Phases  I,  II  and  III. 

12.  In-process  review. 

a.  Event  33,  19  November  1974. 

b.  Brief  TAG  on  results  of  prototype  testing  and 
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how  they  compare  with  testing  of  the  current 
organization. 

c.  Prepare  within  the  Postal  Services  Directorate 
with  participation  of  the  management  analyst  from 
Comptroller. 

13.  Organization  structure. 

a.  Event  38a,  16  December  1974  -  20  January  1975. 

b.  Prepare  as  inclosure  to  the  draft  study. 
Portray  all  postal  staff  agencies  and  operating 
units  from  Hq,  DA,  to  division,  separate  brigade, 
APO  and  comparable  levels,  inclusive.  Indicate 
command,  operational  control,  logistical  and 
administrative  support,  and  coordination 
relationships.  Compare  current  and  proposed 
structures.  Include  mission  statement  for  each 
organization  and  staff  activity  in  the  proposed 
organization. 

c.  Prepare  within  the  Postal  Services  Directorate 

14.  Staffing  authorization  for  management 
personnel . 

a.  Event  38b,  16  December  1974  -  20  January  1975. 

b.  Prepare  for  each  major  command.  Indicate 
authorized  (not  PRA  or  local  manning  levels) 
strengths. 

c.  Prepare  within  the  Postal  Services  Directorate 

15.  USAF  and  USN  postal  organization  charts. 

a.  Event  38c,  16  December  1974  -  20  January  1975. 

b.  Prepare  as  inclosure  to  draft  staff  study. 

Use  information  supplied  by  the  USAF  and  USN. 

c.  Prepare  within  the  Postal  Services  Directorate 

16.  Changes  to  Current  Directives. 

a.  Event  38d,  16  December  1974  -  20  January  1975. 


b.  Prepare  as  inclosure  to  the  draft  staff  study. 
Requires  review  of  all  postal  regulations  (65 
series  Army  Regulations) .  Other  changes  required 
by  study. 

c.  Prepare  within  the  Postal  Services  Directorate 

17.  Management  Indicators. 

a.  Event  38e,  16  December  1974  -  20  January  1975. 

b.  Prepare  as  inclosure  to  the  draft  staff  study. 
Base  on  indicators  developed,  validated,  and 
tested  during  Phases  I  -  IV. 

c.  Prepare  within  the  Postal  Services  Directorate 

18.  Schedule  for  Imp lamenting  an  Army  Postal 
Service  Reorganization  (if  applicable). 

a.  Event  38f,  16  December  1974  -  20  January  1975. 

b.  Prepare  as  inclosure  to  draft  staff  study. 
Specify  schedule  and  methodology  for  briefing 
commands  and  activities  to  be  affected.  Schedule 
must  provide  sufficient  time  for  subordinate 
commands  to  make  internal  adjustments.  If  a 
centralized  organization  is  proposed,  specify  a 
phased  schedule  for  transfer  of  command  and  staff 
responsibilities.  Ideally,  a  nucleus  staff 
element  would  be  established  in  sufficient  time 
to  prepare  to  implement  the  first  fiscal  year's 
budget.  Then  command  would  be  assumed  on  the 
first  day  of  the  fiscal  year.  Personnel  and 
logistics  requisitioning  authority  should 
remain  with  the  losing  conmands,  monitored  by 
the  gaining  command,  until  the  date  command  is 
transferred.  Include  a  schedule  for  familiariza¬ 
tion  and  coordination  with  the  appropriate  DA, 

DOD,  USPS,  and  other  non-DOD  agencies  for  the 
staff  of  the  new  command  to  ensure  efficient 
transition  for  routine  staff  activities. 

c.  Prepare  within  the  Postal  Services  Directorate 

19.  In-process  review. 

a.  Event  39,  21  January  1975. 

b.  Brief  TAG  on  proposed  organization. 

c.  Prepare  within  the  Postal  Services  Directorate 


commands  concerning  nature  of  current  Verified  information  will  later  be 

organization.  (Event  9)  compared  with  the  criteria  for  an 

effective  postal  organization.  Infor¬ 
mation  will  be  collected  from  each 
level  (from  DA  to  APO's,  APU's,  etc.). 
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DAAG- 


DEPARTMENT  OF  THE  ARMY 

OFFICE  OF  THE  ADJUTANT  GENERAL 
WASHINGTON,  O.C.  20314 


Dear 

As  the  Army  decreases)  in  size  and  increases  in  cost  during  a  period  of  at 
least  skeptical  public  scrutiny,  there  is  no  area  of  management  which  is 
exempt  from  examination  for  possible  savings  of  personnel  and  money  as  well 
as  improvement  in  operational  efficiency.  Therefore,  we  are  examining  ail 
of  our  TAGCEN  operations,  no  matter  how  well  they  appear  to  be  managed  or 
how  satisfactory  their  work  is  to  the  final  consumer. 


In  keeping  with  the  foregoing  philosophy,  I  have  directed  that  a  study  be 
conducted  to  determine  the  type  of  organization  needed  to  best  perform  the 
postal  mission  of  the  Army.  A  personal  copy  of  the  concept  of  project  ex¬ 
ecution  extracted  from  this  directive  is  attached  for  your  information. 
During  the  forthcoming  year  my  project  manager  for  this  study,  LTC  Richard 
J.  Leonard,  will  be  communicating  with  you  to  obtain  data  concerning  your 
postal  operations  and  to  solicit  your  advice  and  assistance. 


This  project  commences  without  any  preconceived  conclusions  and  it  cannot 
succeed  without  your  support.  I  am  therefore  soliciting  your  participation 
in  this  important  effort  by  asking  you  to  respond  to  specific  inquiries  and 
to  afford  the  project  manager  the  benefit  of  your  wisdom  and  expertise. 
Should  you  desire  to  comment  on_the  scope  or  direction  of  the  study,  please 
let  me  have  your  thoughts  by 

Sincerely, 

VERNE  L.  BOWERS 
Major  General ,  USA 
The  Adjutant  General 
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ANNEX  B;  PERFORMANCE  STANDARDS 


1.  Appendix  1  contains  eight  general  standards  of  performance  for 
the  Army  postal  system.  These  standards  are  further  broken  down  into 
the  functions  encompassed  by  the  standards,  elements  of  the  functions, 
and  potential  indicators  of  performance.  Possible  sources  and  users 
of  the  information  developed  are  also  indicated. 

2.  These  standards  and  their  subcategories  were  developed  during  Phase 
1  of  the  study  and  used  later  as  a  vehicle  to  test  the  current  and  model 
vertical  organizations. 


1  Inclosure 

Appendix  1.  Standards 
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Indicia.  (1)  Unauthorized  Errors  by  APO.  AMT,  MMT  DA,  MACON 

commercial  use  of  APOs. 
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ANNEX  C:  CURRENT  ORGANIZATION 


This  annex  documents  the  organisation,  functions,  manpower  authorizations, 
information  sources  and  decision  making,  populations  served  by  the  APO 
system,  and  data  available  concerning  postal  facilities  of  the  APO  system. 
Mail  transportation  diagrams  and  schedules  were  obtained  for  each  overseas 
command  but  are  not  included  here.  All  information  is  as  of  31  August  1974. 

APPENDICES: 

Appendix  1.  Organization 
Appendix  2.  Functions 
Appendix  3.  Manpower 

Appendix  4.  Information  Scurces  and  Decision  Making 
Appendix  5.  Mail  Routing 
Appendix  6.  Populations  Served 
Appendix  7.  Facilities 
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APPENDIX  1  -  ORGANIZATION 


1.  General.  The  world-wide  organization  of  the  Army  Postal  Service  Is 
depicted  on  tha  attached  charts  (lndosure  1,  world-wide  less  details 
of  Europe;  Inclosure  2,  Europe).  The  Army  Postal  Service  itself  is  not 
an  organization,  but  an  aggregation  of  disparate  organizational 
relationships  developed  within  each  command  to  meet  its  perceived  postal 
operating  requirements.  These  will  be  discussed  below  under  the 
headings  of  Headquarters,  Department  of  the  Army;  USA;  Europe;  Japan; 
Korea;  and  Other. 

2.  Headquarters.  Department  of  the  Army.  The  Postal  Services  Directorate 
(PSD),  TAGCEN,  Headquarters,  Department  of  the  Army,  exercises  world-wide 
staff  supervision  over  all  aspects  of  postal  management.  Including  Indicia 
budgeting,  unit  stationing,  transportation,  financial  services,  opening 
and  closing  of  APOs,  investigations  of  offenses  against  the  mall,  post 
office  construction,  APO  and  mallroom  procedures,  etc.  PSD  also 
operates  military  mail  terminals  at  New  York  City  and  San  Francisco. 

These  terminals  serve  as  liaison  activities  between  supporting  USPS 
activities  (the  NY  and  San  Francisco  General  Post  Offices  and  their 
superior  regions)  and  the  overseas  commsnds.  They  sIbo  perform 
operational  activities  (e.g. ,  annual  APO  inspections)  as  directed.  In 
performing  the  liaison  function,  they  act  on  mall  routing  matters, 
coordinate  surface  and  air  transportation,  expedite  the  repair  and 
replacement  of  USPS  supplied  postal  operating  equipment,  supply  facing 
slips  and  slide  labels,  etc. 

3.  USA.  The  United  States  Postal  Service  (USPS)  provides  postal  service 
to  the  armed  services  in  the  United  States  and  its  possessions.  The 
Army  provides  some  financial  services  at'  a  few  Installation^,  but  there 
is  no  complete  post  office  operation  operated  in  the  USA  with  the 
exception  of  a  small  APO  at  Fort  Greely,  Alaska.  Those  major  commands 
having  subordinate  installations  excerdse  staff  supervision  over  the 
postal  activities  (e.g.,  mall  management  and  mallroom  operations)  of 
those  Installations.  This  supervision  is  based  on  postal  policy  and 
guidance  provided  by  HQDA,  for  Implementation.  Headquarters,  TRADOC  and 
FORSCOM  representatives  supervise  the  implementation  by  annual  postal 
visits,  correspondence,  reports,  and  other  contact  (e.g.,  telephonic) 
with  their  installations.  In  addition,  the  Adjutant  General  ef  FORSCOM 
is  responsible  for  the  readiness  of  all  USAR  postal  units  (FORSCOM  is 
responsible  for  the  command  and  management  of  USAR  units) . 

4.  Europe.  On  1  January  1974,  the  Postal  Group,  TASCOM,  was  transferred 
to  Headquarters,  USAREUR,  where  it  Is  located  in  the  office  of  the 
Adjutant  General.  This  group  coamnds  and  exercises  operational  control 
over  all  US  Army  postal  units  in  USAREUR,  except  the  organic  division 
postal  sections  and  the  postal  units  at  Berlin,  Sinope,  Burtonwood,  and 
Vicenza,  over  which  the  group  exercises  technical  supervision. 


5.  Pacific.  The  US  Army,  Pacific,  exercises  command  over  Eighth  Army, 
USARJ,  and  US  Army  Support,  Thailand,  all  of  which  have  Army  APO.  By 
31  December  1974,  transfer  of  command  over  these  elements  will  be 
transferred  to  HQDA.  On  25  June  1974,  USARPAC  (by  message  GPAG-AP 
251107Z  June  74)  delegated  to  the  commanders  of  Eighth  Army  and  USARJ 
the  authority  normally  inherent  in  a  major  command  to  communicate 
directly  with  HQDA,  and  the  San  Francisco  General  Post  Office.  This 
action  effectively  turned  over  to  HQDA,  supervision  of  the  Army's 
postal  activities  in  Eighth  Army  and  USARJ. 

6.  Japan.  The  US  Army  Japan  has  organized  its  postal  activities  into 
two  TDA  organizations:  the  US  Army  Postal  Service  Center,  Honshu 
(USAPSCH),  and  the  US  Army  Post  Office,  Okinawa  (USAPOO).  The  USAPSCH 
is  a  subordinate  command  of  USARJ  and  the  USAPOO  is  an  element  of  the 
office  of  the  Adjutant  General,  USAG,  Okinawa.  The  Adjutant  General, 
USARJ,  exercises  staff  supervision  over  all  Army  postal  activities  of 
his  command. 

7.  Korea.  The  organizational  situation  in  Korea  is  in  flux.  On 

1  July  1973,  Headquarters,  Eighth  US  Army  (EUSA)  issued  instructions 
placing  all  postal  operating  units,  except  that  of  the  Second  Infantry 
Division,  under  the  operational  control  of  Staff  Postal  Officer,  EUSA. 

The  Commanding  General,  I  US  Corps,  contested  this  action  with  the 
result  that  the  10th  APU's  status  (Camp  Red  Cloud)  remained  unclear. 

On  1  July  1974,  HQ,  EUSA,  Issued  instructions  placing  the  postal  operating 
units  under  the  operational  control  of  the  local  commanders.  This  latter 
directive  is  not  effectively  in  force  and,  as  of  14  August  1974,  the 
matter  was  still  under  consideration  at  HQ,  EUSA.  The  situation  was 
sufficiently  confusing  to  the  commander  of  the  10th  APU  that  he  could 
not  tell  the  project  manager  who  his  rating  and  indorsing  officers  were 
(they  are  the  Corps  AG  and  the  Commander,  Special  Troops,  respectively, 
which  places  two  different  headquarters  in  the  rating  chain) .  Further, 
this  arrangement  results  in  the  Commander,  Camp  Humphries,  having 
operational  control  over  the  First  AG  Military  Mail  Terminal,  which 
provides  both  local  APO  service  and  a  country-wide  mail  movement  mission 
from  Kimpo  International  Airport.  The  latter  function  is  more  properly 
a  mission  of  the  Adjutant  General,  EUSA.  Otherwise,  the  Staff  Postal 
Officer,  EUSA,  exercises  staff  supervision  over  all  Army  postal 
activities  in  Korea. 

8.  Other .  The  Army  postal  activities  in  Thailand  are  operated  by  the 
office  of  the  Adjutant  General,  US  Army  Support,  Thailand.  There  are 
two  other  APOs,  one  each  in  Monrovia,  Liberia,  and  Kinshasa,  Zaire, 
which  are  under  the  operational  control  of  PSD,  TAGCEN. 
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APPENDIX  2  -  FUNCTIONS 


1.  General.  Definition  of  functions  performed  was  based  on  organizations 
and  functions  manuals,  standing  operating  procedures,  and  interviews. 
Smaller  postal  operations,  such  as  the  USA  Post  Office,  Okinawa,  and 

USA  Postal  Service  Center,  Honshu,  relied  on  SOPs  because  they  performed 
primarily  operating  functions,  with  the  staff  function  being  on 
additional  duty.  The  Postal  Group,  Europe,  did  not  have  an  organization 
and  functions  manual  but  intended  to  develop  desk  SOPs.  The  staff 
postal  officer,  HQ,  EUSA,  had  a  section  in  the  Adjutant  General's 
portion  of  the  organization  and  functions  manual  and  all  operating 
units  had  highly  developed  SOPs.  Headquarters,  TRADOC  and  FORSCOM  both 
had  postal  sections  in  their  organization  and  functions  manuals.  The 
staff  postal  functions  of  the  other  commands  are  additional  duties. 
Inclosure  1  indicates  those  functions  performed  by  those  commands 
having  postal  operating  missions.  See  para.  5,  Part  A,  for  an  explanation 
of  USARPAC's  role. 

2.  Postal  Services  Directorate.  TAGCEN.  This  directorate  exercises 
staff  supervision  over  and  coordination  of  all  postal  activities  and 
functions  of  the  Army  Postal  Service.  This  is  accomplished  through 
three  divisions:  Operations,  Plans  and  Programs,  and  Transportation. 

The  TAGCEN  Operation  and  Functions  Manual,  31  January  1974,  indicates 
that  the  Army  Courier  is  subordinate  to  the  PSD;  but,  in  fact,  the  PSD 
exercises  no  control  over  and  very  little  coordination  with  the  Army 
Courier  Service. 

a.  The  Operations  Division  is  responsible  for  policies,  procedures, 
and  directives  for  postal  financial  operations,  general  postal 
operations,  equipment  and  supplies,  directory  service,  claims  and 
inquiries,  audits  and  inspections,  service  by  the  USPS,  customs  matters, 

postal  violations  and  incidents,  and  unit  mail  service. 

% 

b.  The  Plans  and  Programs  Division  is  responsible  for  all  budgetary 
reports,  mall  management,  mobilization  and  contingency  plans,  coordinating 
proposed  legislation  pertaining  to  the  Army  Postal  Service,  postal 
aspects  of  field  maneuvers,  postal  personnel  policy  and  training,  use  of 
APO  facilities,  annual  training  of  mobilization  designees,  military 
provisions  of  postal  services  on  CONUS  installations,  coordinating  on 
proposed  USPS  post  office  construction,  and  public  information  material. 

c.  The  Transportation  Division  is  responsible  for  developing 
policies  for  and  coordinating  the  movement  of  APO  mail  on  a  world-wide 
basis  to  include  the  Christmas  mall  program;  space  requirements  by 
segment  (e.g. ,  NYC  to  Frankfurt,  Frankfurt  to  Berlin,  Berlin  to  Hamburg 
would  be  three  segments)  for  mail  moved  by  the  Military  Airlift  and 
Sealift  Commands  and  conmercial  air  carriers;  liaison  with  the  USAF,  USN, 
and  DOD  on  mall  transportation  matters;  maintaining  and  analysis  of  the 
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appropriate  statistics  on  volumes  and  costs  of  APO  mail  transportation , 
preparing  the  monthly  dollar  obligation  for  mail  moved,  obligations  for 
mail  moved  by  commercial  carriers  and  MAC;  and  developing  policy  for 
and  coordinating  the  processing,  distribution,  make-up,  labeling,  and 
routing  of  mail. 

d.  The  New  York  and  San  Francisco  Military  Mall  Terminals  serve  as 
liaison  between  the  overseas  USA  and  USAF  commands  and  the  supporting 
general  post  offices  for  the  movement  of  mail,  repair  and  replacement 
of  USPS-supplied  equipment;  supply  of  stamps,  money  order  forms,  labels, 
facing  slips  and  expendable  postal  supplies;  and  other  matters  as 
required.  They  also  perform  liaison  on  behalf  of  the  overseas  cnnsisiiders 
and  the  Departments  of  the  Army  and  Air  Force  with  postmasters,  regional 
USPS  officials,  the  Military  Traffic  Management  and  Terminal  Service, 
Military  Ocean  Terminals,  Military  Sealift  and  Airlift  Commands,  Public 
Health  Service,  Bureau  of  Customs,  and  commercial  carriers;  plan  and 
provide  active  duty  training  for  USAS,  postal  units  as  required;  provide 
unit  directory  service  for  incorrectly  addressed  APO  mail;  publish  and 
distribute  the  Military  Post  Office  Location  List,  Mail  Distribution 
Scheme,  and  Area  Mail  Distribution  Instructions  and  Labeling  Catalogue; 
and  assist  government  mailers  in  expediting  the  dispatch  of  supply  items 
at  least  cost. 

3.  Conclusion.  All  commands  perform  basically  the  same  functions  as 
required  by  the  types  of  postal  services  they  actually  provide.  The 
methods  used  are  generally  similar  and  are  based  on  Army  regulations, 
local  SOPs,  and  the  strong  operating  tradition  which  has  developed 
within  the  Army  Postal  Service.  It  should  be  noted  that  the  Army  postal 
regulations  prescribe  in  detail  the  functions  to  be  performed  (e.g., 
inspections,  appointment  of  clerks,  etc.),  thus  reducing  considerably 
the  scope  for  major  differences  among  commands.  The  key  operating 
elements  in  the  management  of  mail  movement  are  the  military  mall 
terminals . 
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FUNCTIONS  CHART 


jfgAMPR  EP3A  USARJ  ALCOM  FORSCOM  TRADOC 


Staff  supervision  X 

Liaison  w/USPS 

Issues  Supplements  to  ARs  X 

Monitors  reports  of  X 

incidents  and  reviews  invest 

Recommends  policy  changes  X 

to  DA 

Monitors  mail  mgat  X 


Monitors  PO  construction 
program 

Ensures  personnel  and 
equipment  readiness 


Technical  Inspections  X 

Trlannual,  etc,  Inspections  X 

Locator  service  X 

Unit  mall  room  lnsp.  X 

Establishes  mail  handling  X 

procedures 

Mall  movement  X 


X  X  X  X  X 

XXX 
X  X  X  X  X 

X  X  X  X  X 

X  X  X  X  X 

X  X  X  X  X 

X  X 

X 

X  X  X  X  X 

XXX 

XXX 

X  X  X  X  X 

XXX 

X  X 


APPENDIX  3  -  MANPOWER 


1.  General .  The  table  at  lnclosure  1  provides  the  authorized  manpower 
data  for  staff  postal  activities  throughout  the  world,  inclosure  2 
provides  the  data  for  postal  operating  units  subordinate  (operationally 
and  technical  supervision  only)  to  the  US  Army  Postal  Group,  Europe,  and 
incloaure  3  provides  the  data  for  all  other  postal  operating  units. 

There  are  1,560  persons  authorized  for  Army  postal  activities  (114 
officers,  1,340  enlisted,  106  civilians)  as  primary  duty  and  60  part-time 
(29  officers,  eight  enlisted,  and  23  civilians). 

2.  POD  Comptroller  (Audit)  report.  This  report,  which  was  to  have  been 
completed  by  the  end  of  June  has  not  yet  been  received  due  to  major 
disagreements  between  the  DOD  study  group  and  the  Postal  Group,  Europe, 
over  the  number  of  Army  personnel  devoted  to  overlead  functions  (i.e., 
the  stationing  of  several  postal  units  in  relatively  close  proximity 
and  performing  their  individual  headquarters  functions  when  it  is  felt 
that  one  district  headquarters  could  perform  the  postal  mission  with 
fewer  personnel),  the  retention  of  the  mail  train,  overlapping  areas  of 
geographic  responsibility  for  the  three  services,  and  a  proposal  to 
combine  the  USAR  air  mall  terminal  at  Frankfurt  International  Airport 
and  the  Army  facility  which  receives  all  incoming  airmail  for  dispatch 
to  Army  APOs. 
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APPENDIX  4  -  INFORMATION  SOURCES  AND  DECISION  MAKING 

1.  General .  The  major  commands  use  basically  the  same  sources  of 
Information.  These  are  unit  mail  room  Inspections,  triannual  inspections, 
correspondence  and  oral  communications  from  higher  and  lower  headquarters, 
and  reports  of  offenses  against  the  mail.  Sources  of  information  in  the 
Postal  Services  Directorate,  TAGCEN  will  be  the  last  paragraph  of  this 
part.  Since  that  Directorate  is  undergoing  a  major  revision  of  its 
operating  procedures,  a  discussion  of  deciBion-making  is  not  germane. 

2.  USAREUR. 

a.  There  is  no  systemic  means  of  ensuring  that  problems  are  identified 

b.  The  Postal  Group  does  not  have  a  review  and  analysis  program. 

ADP  support  is  used  for  directory  rosters,  MOS  mismatch  rosters  to 
detect  malassignment  of  enlisted  soldiers,  to  Identify  units  with 
increases  in  any  category  of  claims  (roster  provided  by  the  USPS, 
offending  units  receive  letters  and  follow-up  inspections),  and  they 
are  experimenting  with  an  EES  claim  roster  to  determine  trends  in  losses 
and  damages. 

c.  Their  one  management  indicator  is  derived  from  mail  transit 
surveys  and  action  is  taken  to  identify  and  correct  show  movement.  The 
Group  also  uses  a  rule-of-thumb  (they  consider  it  a  management  indicator) 
of  one  postal  clerk  to  500  people  served  for  manpower  adjustments. 

d.  Also  used  are  reports  of  tri-annual  inspections,  correspondence 
from  HQDA,  monthly  reports  of  money  orders  and  stamps  sold,  APO  requests 
for  assistance,  reports  of  recurring  unsatisfactory  mallroom  reports, 

IG  reports,  and  complaints. 

e.  Policy  making  in  postal  is  performed  only  at  the  group  headquarters 
and  when  deemed  necessary  (e.g.,  transportation),  coordinated  with  the 
appropriate  HQ,  USAREUR,  staff  agency.  Purely  postal  policy  decisions 

are  made  within  the  group  headquarters,  approved  by  the  commander,  and 
presented  orally  to  the  AG,  USAREUR. 

3.  Eighth.  US  Army. 

a.  The  Staff  Postal  Officer  prepares  a  portion  of  the  headquarters 
quarterly  review  and  analysis  covering  postal  incidents  and  unsatisfactory 
quarterly  inspections. 

b.  EUSA  performs  trlannual  inspections.  Unsatisfactory  reports 
result  in  reinspections  within  thirty  days  and  assistance  visits  are 
made  before  the  reinspection.  The  EUSA  Adjutant  General  signs  all 
unsatisfactory  reports  and  all  other  inspection  reports  go  to  him  for 
information. 


c.  HQ,  EUSA,  also  uses  reports  of  unsatisfactory  mailroom 
inspections  and  a  postal  claims  report  from  the  USPS  to  detect  problem 
areas.  The  Adjutant  General  is  informed  of  problems  detected  and 
measures  taken  to  correct  them.  In  regard  to  unsatisfactory  mailroom 
reports,  the  requirement  to  correct  deficiencies  contained  in  a  second 
unsatisfactory  mailroom  report  is  signed  by  the  Adjutant  General.  If 
there  were  a  third  unsatisfactory  report,  the  EUSA  Chief  of  Staff  would 
sign  the  forwarding  correspondence. 

d.  The  Staff  Postal  Officer  does  make  check-letter  studies  of  mall 
transit  times,  but  no  action  seems  to  result  from  these.  When 
Headquarters,  USARPAC  was  in  charge  of  postal  operations,  copies  of 
these  reports  were  sent  to  that  headquarters. 

e.  Postal  policy  questions  are  limited  to  the  foregoing  and  Status 
of  Forces  Agreement  questions.  Postal  policy  is  usually  approved  by 
the  EUSA/USKF/UNC  Chief  of  Staff  except  for  items  strictly  within  Army 
purview  which  the  Adjutant  General  approves.  However,  there  is 
sufficient  cross-servicing,  especially  between  the  Air  Force  and  the 
Army,  that  most  postal  policy  matters  must  be  forwarded  to  the  Chief  of 
Staff.  The  Adjutant  General  is  responsible  for  joint  postal  policy. 

f.  There  is  no  system  of  management  indicators  and  ADP  support  is 
limited  to  an  alpha  roster  which  is  used  for  directory  service. 

4.  USARJ  (Honshu  and  Okinawa). 

a.  There  is  no  system  of  management  indicators  and  there  is  no 
participation  in  a  review  and  analysis  program. 

b.  Okinawa  has  no  APOs  to  inspect  but  does  inspect  about  thirty 
maiirooms  on  a  quarterly  basis.  A  second  failure  results  in  a  formal 
report  to  the  staff  postal  officer  who  requires  correction  by  the 
offending  unit.  Assistance  visits  are  made  when  serious  problems  are 
developed.  Transit  times  are  measured  by  test  cards  and  the  results 
published  for  use  by  patrons.  No  other  action  is  taken.  There  is  no 
local  ADP  support. 

c.  On  Honshu,  quarterly  intransit  times  are  used  to  determine 
problem  areas.  Reports  of  errors  in  make-up  and  disposition  of  mail 
are  used  to  determine  which  APOs  need  correction  or  assistance.  The 
only  ADP  support  available  is  the  SIDPERS  generated  directory  service 
roster. 

d.  The  postal  operations  in  both  Okinawa  and  Honshu  are  rapidly 
shrinking  along  with  the  troop  populations  served.  Therefore,  postal 
operations  are  relatively  small  in  scale,  not  requiring  extensive 
operational  and  policy  decisions. 
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5.  THAILAND  (not  visited) . 

a.  US  Army  Support,  Thailand,  uses  a  monthly  postal  claims  and 
inquiries  report,  monthly  report  of  customs  violations  in  mail,  and  an 
ADP-generated  alpha  roster  for  locator  service. 

b.  The  Postal  Branch,  Personnel  and  Administrative  Activity, 
operates  one  APO  and  one  MAO  and  conducts  quarterly  unit  mailroom 
inspections.  The  Director  of  Postal  Operations  conducts  the  trlannual 
audits  and  inspections. 

6.  Other . 

a.  The  other  commands  are  responsible  for  mail  management  and 
mailroom  operations,  except  USARAL,  which  operates  one  small  APO  at 
Fort  Greely.  They  conduct  formal  postal  Inspections  of  and  provide 
staff  assistance  to  installation,  division,  and  other  units.  These 
inspections  cover  postal  files  and  records,  training,  readiness,  mall 
management,  and  unit  mailroom  operations. 

b.  The  results  of  the  foregoing  inspections  are  reviewed  by  the 
Director  of  Postal  Operations  and  the  Adjutant  General.  Follow-up 
action  is  then  taken. 

7.  Postal  Services  Directorate,  TAGCEN. 

The  Directorate  uses  the  following  reports: 

a.  TAGO  Report  32.  This  is  a  yearly  manpower  and  workload  report 
used  to  provide  similar  data  to  the  TAGO  Comptroller. 

b.  Triplicate  copies  of  reports  of  annual  and  triannual  audits  of 
COPE  (Custodian  of  Postal  Effects)  accounts  (DA  Form  3741).  Original 
and  duplicate  are  sent  to  the  accountable  postmaster.  Discrepancies 
noted  are  made  the  subject  of  correspondence  by  PSD  to  the  major  command 
concerned . 

c.  One  copy  of  each  order  Appointment  Affidavit  (PS  Form  62) 
designating  an  Army  postal  clerk. 

d.  Quarterly  reprint  of  transactions  (stamp  and  money  order  sales, 
money  orders  cashed,  and  Insured  and  registered  mall). 

e.  Reports  supporting  and  outputs  of  the  Military  Automated  Mail 
System  (MAMAS),  which  are  attached  at  tabs  A  through  Q  to  this  part. 
MAMAS  is  currently  being  reprogrammed  for  the  UNIVAC  1108  by  Computer 
Systems  Command.  When  it  was  originally  programmed  fir  the  IBM  1401  by 
a  trainee  programmer,  no  documentation  was  retainer'.  These  original 
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programs  were  incomplete,  with  the  result  that  the  Transportation 
Division  has  had  to  perform  additional  manipulations .  This  system  has 
been  in  the  developmental  stage  for  approximately  two  years;  as  a  result 
there  is  some  disenchantment  with  it  on  the  part  of  the  users  and  computer 
services  personnel.  Thus,  problem  errors  and  erroneous  output  are  being 
worked  on  by  the  personnel  of  the  Transportation  Division  and  Computer 
Services  Offices  of  the  TAGO  Comptroller. 


PART  I 

Military  Automated  Mail  Accounting 
System  (MAMAS) 
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1.  The  Military  Automated  Mail  Accounting  System  (MAMAS)  was  initiated  in 
Fall,  1971  and  was  to  fully  automate  and  improve  the  then  existing  manual 
system  of  compiling  data  pertaining  to  the  transportation  of  APO  mail. 

2.  MAMAS  Objectives: 

a.  To  create  an  automated  data  base  to  improve  management  of  the 
APO  mail  transportation  system. 

b.  To  produce  more  accurate,  consistent  and  comprehensive  projections 
of  APO  mail  volume  and  cost  of  transportation. 

c.  To  provide  timely  and  accurate  reports  of  projected  mail  volumes 
to  Military  Airlift  Command  (MAC),  Military  Sealift  Command  (MSC),  and 
the  Comptroller,  Office  of  The  Adjutant  General. 

d.  To  reduce  clerical  support  required  in  the  manual  system. 

3.  System  Description: 

a.  MAMAS  is  intended  to  serve  both  the  Army  and  Air  Force  Postal 
Services.  Both  provide  input  data  for  the  system  with  Army  coding  for 
the  Pacific  area  and  Air  Force  coding  for  the  Atlantic.  All  input  data 
comes  through  Transportation  Division  (DAAG-MAT),  Postal  Services  Directorate, 
and  is  processed  by  The  Adjutant  General  Management  Information  Systems 
Office  (MISO). 

b.  The  MAMAS  system  is  to  consist  of  four  phases:  Data  collection  and 
editing,  an  actual  mail  volume  update,  a  projected  volume  update,  and  a 
report  generation  phase. 

c.  DD  Form  878,  Military  Mail  Dispatched,  is  the  basic  input  document 
for  all  mail  channels  and  volume  of  mail  by  type  and  carrier  (See  TAB  A). 
During  the  data  collection  and  editing  phase,  DD  Form  878  information  for 
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the  past  month  is  keypunched  into  cards,  the  cards  edited  by  machine  to 
insure  the  validity  of  that  data,  and  cards  not  meeting  editing  criteria,  i.e., 
improper  coding  of  segments,  rate  in  excess  of  the  limit,  etc.,  are  rejected, 
corrected  and  recycled  until  all  errors  are  resolved. 

d.  The  actual  volume  update  phase  uses  a  master  file/data  base  of 
all  channels,  types  of  mail,  and  all  existing  carrier  combinations.  The 
file  is  updated  monthly. 

e.  The  projected  volume  update  phase  uses  the  same  master  file/data 
base  as  the  actual  volume  update.  The  monthly  actual  volumes  input  is  used 
as  the  basis  for  updating  projected  volumes. 

f.  Postal  Services  Directorate  is  required  to  develop  monthly  and 
annual  projections  of  volumes  of  APO  mail  for  transportation  on  MAC  and  MSC. 
These  requirements  are  channeled  through  AMC  and  DCSLOG.  The  Directorate 
also  develops  the  budget  for  mail  transported  by  MAC  and  that  APO  mail 
dispatched  via  commercial  air  carrier,  advises  DAAG-COB  of  the  amount  of 
funds  to  be  obligated,  and  maintains  records  of  tonnage  and  cost  of  APO 
mail  dispatched.  This  data  and  reports  to  be  used  as  management  and  control 
tools  are  to  be  produced  in  the  last  phase.  A  discussion  of  each  MAMAS 
output  report  and  its  uses  within  Transportation  Division,  Postal  Services 
Directorate,  is  found  at  TABS  B  through  K. 

4.  Problem  Areas i 

a.  Although  MAMAS  is  approximately  three  years  old,  it  is  still  in 
the  developmental  stage  and  not  fully  operational.  The  system  has  been 
slowed  by  those  problems  inherent  in  the  development  of  any  system. 

Corrections  inserted  into  the  system  are  not  reflected  In  all  output  reports 
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and  the  report  generation  phuse  has  not  been  perfected#  These  problems  have 
been  compounded  by  monies,  reorganization,  and  the  several  changes  of 
equipment  available  to  T4G0  for  this  program. 

b.  Prior  lu  31  December  i‘>73,  DAAG-MAT  maintained  two  data  collection 
systems,  MAMAb  and  a  manual  system  Ac  chat  time,  the  two  were  becoming 
compatible  and  the  manual  system  was  discontinued.  As  of  this  date,  because 
of  delays,  HAAG-MAT  has  rovcr'a!  *  ••  1  partially  me  lual  system. 

c.  The  estimated  APO  mail  volume  reports  required  by  MAC  and  MSC  and 
the  budget  reports  required  by  the  Comptroller,  Office  of  The  Adjutant 
General,  are  being  prepared  manually  by  Postal  Services  Directorate. 

5.  Discussion: 

a.  The  initial  step  to  correcting  problem  areas  in  the  MAMAS  system 
is  obtaining  timely  output  reports  from  TAGO  Management  Information  Systems 
Office.  DF,  DAAG-MAT ,  dated  28  May  1974,  Subject:  Military  Automated 
Mail  Accounting  System  (MAMAS),  requested  Comptroller,  Office  of  The  Adjutant 
General,  assistance  toward  that  end.  Additionally,  MISO  recently  moved  to 
the  Forrestal  Building  and  personnel  responsible  for  MAMAS  reports  are 
coordinating  more  closely  with  DAAG-MAT.  MISO  has  established  target  dates 
for  correction  of  deficiencies  in  the  following  MAMAS  outputs: 

Report  Date 

Transportation  Volume  and  Cost  by  Segment  7-18  Oct  74 

Transportation  Volume  and  Cost  Comparison  21  Oct-8  Nov  74 

Quarterly  Transportation  Volume  and  Cost  11-22  Nov  74 

Transportation  Volume  and  Cost  on  Foreign 
Air  Carriers  25  Nov-13  Dec  74 

MAMAS  Budget  20-30  Dec  74 
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b.  DAAG-MAT  is  currently  looking  at  the  possibility  of  using  USPS 
computer  tape  to  feed  input  data  into  MAMAS.  The  Comptroller,  Office  of 
The  Adjutant  General,  has  been  requested  to  study  the  tape  to  determine 
if  it  contains  adequate  information  for  use  in  lieu  of  the  present  manual 
coding  system.  Were  the  tape  to  be  used,  the  resultant  elimination  of 
most  manual  reporting  and  coding  currently  required  would  represent  a 
major  refinement  in  the  MAMAS  system. 


DD  Form  878 


1.  DD  Form  878  is  a  monthly  report,  by  category,  route,  and  mode  of 
transportation,  of  APO  mail  dispatched  (mail  to  and  from  CONUS  and  between 
the  overseas  APO's),  and  is  confined  to  those  modes  of  transportation  for 
which  Headquarters,  DA  is  financially  and  logistically  responsible,  i.e., 
not  included  are  reports  of  mail  transported  by  command  aircraft,  command 
operated  truck,  etc.  It  is  received  from  the  three  CONUS  military  mail 
terminals  and  all  overseas  activities  that  dispatch  mail  and  is  the  only 
source  document  within  Department  of  Defense  for  amount  of  APO  mail 
transported. 

2.  Upon  receipt  by  DAAG-MAT,  the  DD  Forms  878  are  reviewed  for  accuracy 
and/or  deviation  from  normal  method  of  transportation  by  Mrs.  T.C.  Warren, 
Statistical  Clerk.  The  report  is  used  on  occasion  by  Miss  M.  A.  Nicholas, 
Transportation  Specialist  (Mail),  and  Mr.  R.  D.  Harbert,  Chief,  DAAG-MAT 
for  mail  monitoring  and  transportation  planning.  Mrs.  T.  C.  Warren, 
Statistical  Clerk,  transfers  DD  Form  878  information  to  the  Master  File 
Transaction  List  (Coding  Sheet)  for  input  into  the  MAMAS  system.  SGT 

D.  K.  Dietz,  Postal  Admin.  Clerk,  is  currently  posting  this  information 
to  the  manual  system. 

3.  Distribution:  APO  Files 

Director,  Postal  Operations  for  the  command 
DAAG-MAT 


TAB  A 
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MAMAS  Edit  Error  Listing 

1.  The  MAMAS  Edit  Error  Listing  is  a  monthly  printout  listing  input  data 
which  does  not  meet  established  criteria  previously  fed  into  the  computer 
and  which  is,  therefore,  incorrect.  It  is  sent  to  DAAG-MAT  along  with 
appropriate  IBM  cards  so  that  new  cards  may  be  made  up  for  insertion  into 
the  system.  Mrs.  T.  C.  Warren,  Statistical  Clerk,  and  SGT  D.  K.  Dietz, 
Postal  Admin.  Clerk,  are  responsible  for  completing  corrective  action. 

2.  Distribution:  DAAG-MAT 

USAFPCS-BU 


TAB  C 
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Transaction  and  Update  Error  Report 


1.  The  Transaction  and  Update  Error  Report  is  a  monthly  printout  sent 

to  DAAG-MAT  listing  additions  and  deletions  as  well  as  discrepancies  between 
new  input  and  data  already  in  the  system.  When  discrepancies  occur,  the 
appropriate  cards  are  corrected,  inserted  into  the  deck,  and  returned  to 
MISO  for  completion  of  the  cycle.  Mrs.  T.  C.  Warren,  Statistical  Clerk, 
and  SGT  D.  K.  Dietz,  Postal  Admin.  Clerk,  are  responsible  for  completing 
corrective  action. 

2.  Distributions  DAAG-MAT 

USAFPCS-BU 


TAB  D 
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Significant  Change  Report 

1.  The  Significant  Change  Report  is  issued  monthly  from  February  thru 
October;  it  is  not  published  for  the  months  November  thru  January  since 
mail  volumes  vacillate  too  much  from  normal  during  the  period  of  peak 
Christmas  mail  traffic  for  the  report  to  be  meaningful.  Changes  of  a 
predetermined  percentage  in  volume  of  mail  dispatched  are  identified  by 
the  computer  and  appear  on  this  listing  which  reflects  area,  channel, 

type  of  maiL,  type  of  carrier,  pounds  of  mail  dispatched  during  the  previous 

/ 

month,  pounds  of  mail  dispatched  during  the  current  month,  and  amount  of 
deviation  between  the  two  months.  The  report  is  a  management  tool  used 
to  monitor  the  existing  system  of  mail  transportation  and  to  change 
program  data  in  the  system  (not  functioning  yet  as  program  feature  of 
system  has  not  been  refined).  A  significant  change  in  volume  of  mail 
dispatched  may  be  indicative  of  strike  situations,  unusual  increases  or 
decreases  in  the  various  categories  of  mail,  errors  in  input  data,  deviations 
from  normal  routing,  improper  shipment,  etc. 

2.  The  Significant  Change  Report  is  used  by  DAAG-MAT  personnel  as  indicated 
below : 

a.  Mrs.  T.  C.  Warren,  Statistical  Clerk,  makes  necessary  mathematical 
corrections . 

b.  SFC  G.  F,  Riep,  Transportation  NCOIC,  and  Miss  M.  A.  Nicholas, 
ITansportat ior.  Specialist  (Mail),  monitoi.  the  report  for  situations 
indicative  of  a  disregard  of  regulations  governing  shipping,  inefficient 
transportation  of  mail  and/or  a  need  for  changes  in  moae  of  transportation. 
Enquiries  and/or  directives  are  sent  out  to  the  field  to  identify  and 


FAB  F 


C-4-1* 


MAMAS  Master  ID  File  Listing 

1.  The  MAMAS  Master  ID  File  Listing  is  a  reference  guide  indicating  segments 
over  which  Army  and  Air  Force  APO  mail  is  being  or  has  been  dispatched  during 
the  last  14  months;  mileage  per  segment;  type  of  mail  dispatched;  type  of 
carrier;  and  ton/mile,  ton,  and  pound  rates.  Quantities  of  mail  dispatched 
are  not  included  in  this  listing. 

2.  The  Master  ID  File  List  is  used  by  DAAG-MAT  personnel  as  indicated  below: 

a.  Mrs.  T.  C.  Warren,  Statistical  Clerk  (primary  user),  uses  this 
report  to  verify  that  all  existing  segments  are  listed;  to  obtain  miles  and 
rates  for  new  segments  to  be  added;  and  in  conjunction  with  DD  Form  878 
information,  to  determine  specific  cost  per  segment  and  to  compute  costs 
for  proposed  segments,  combination  of  segments,  combination  of  carriers 
for  a  single  segment,  etc.  This  information  is  used  to  examine  the  economy 
of  existing  segments  and  segments  to  be  established. 

b.  Mr.  R.  D.  Harbert,  Chief,  DAAG-MAT,  uses  the  Master  ID  File  Listing 
as  a  general  reference  guide  for  rates  and  cost  comparisons  when  planning 
routings,  proposing  changes,  etc. 

3.  Distribution:  One  copy  each  is  provided  DAAG-MAT,  USAFPCS-BU,  and 
USAFPCS-TP.  Quarterly  distribution  is  made  to  the  field  for  use  in  deter¬ 
mining  the  least  expensive  mode  of  mail  transportation. 


Transportation  Volume  and  Cost  by  Segment  Report 


1.  The  Transportation  Volume  and  Cost  by  Segment  Report  is  a  monthly 
printout  reflecting  transportation  of  APO  mail  for  one  month  by  area, 
channel,  type  of  mail,  carrier,  tons  and  cost.  It  is  the  only  working 
printout  in  MAMAS  indicating  volume  of  APO  mail  dispatched  and  cost 
thereof.  The  Transportation  Volume  and  Cost  by  Segment  Report  is  an 
interim  measure  which  will  probably  be  discontinued  when  the  Transportation 
Volume  and  Cost  Comparison  Report  is  perfected.  At  time  of  receipt  by 
DAAG-MAT,  SGT  D.  K.  Dietz,  lostal  Admin.  Clerk,  and/or  Mrs.  T.  C.  Warren, 
Statistical  Clerk,  compare  report  information  with  that  collected 
through  the  manual  reporting  system  to  insure  MAMAS  is  picking  up  all 
input  data. 

2.  Distribution:  DAAG-MAT 

USAFPCS-BU 

USAFPCS-TP 


TAB  G 
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Transportation  Volume  and  Cost  of  APO  Mail  on  Foreign  Carriers 

1.  The  HAMAS  Transportation  Volume  and  Cost  of  APO  Mail  on  Foreign  Carriers 
Report  is  a  monthly  printout  which  reflects  channel*  type  of  mail*  type  of 
carrier,  tons  and  cost  of  mail  transported  by  foreign  carrier.  It  is 

used  to  evaluate  and  limit*  where  possible*  the  usage  of  foreign  carriers. 
This  report  is  used  more  extensively  by  the  Air  Force  than  by  DAAG-MAT 
personnel  since  they  (the  Air  Force)  are  responsible  for  more  inter-command 
mail  transportation  than  the  Army.  Mr.  R.  D.  Harbert,  Chief,  DAAG-MAT; 

Miss  M.  A.  Nicholas*  Transportation  Specialist  (Mail);  and  SFC  G.  E.  Reip, 
Transportation  NCO,  coordinate  with  the  Air  Force  in  this  effort. 

2.  Distributions  One  copy  each  to  DAAG-MAT  and  USAFPCS-TP. 


TAB  H 
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Transportation  Volume  and  Cost  Comparison  (not  completely  developed) 

1.  The  Transportation  Volume  and  Cost  Comparison  Report  is  a  monthly  MAMAS 
printout  indicating  both  budget  estimate  and  actual  experience  data  as 
follows:  Origin,  destination,  type  mail,  type  carrier,  monthly  tons 
transported,  cumulative  tons  transported,  and  cost.  It  is  the  basic  report 
of  APO  mail,  tonnage  and  cost  and  is  the  source  document  for  DAAG-MA  reports 
rendered,  as  required,  to  DOD,  USPS,  Congress,  etc.  The  report  is  also  used 
in  preparing  budget  information  and  evaluating  mail  transportation  and  cost. 
It  is  used  by  various  DAAG-MAT  personnel,  depending  on  the  requirement. 

2.  Distribution:  1  copy  each  to  DAAG-MAT  and  USAFPCS-BU. 


TAB  I 
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Quarterly  Transportation  Volume  and  Cost  Report 

1.  The  Quarterly  Transportation  Volume  and  Cost  Report  shows  the  amount 
of  mail  dispatched  and  cost,  by  month,  for  each  area  (not  by  individual 
segment)  by  mode  of  transportation  used.  It  is  a  summary  type  report  used 
by  DAAG-MAT  personnel  to  prepare  the  Postal  Services  Directorate  portion 
of  the  Quarterly  Review  and  Analysis,  in  answering  inquiries  from  Office 

of  the  Secretary  of  Defense  and  US  Postal  Service,  and  in  reviewing  projected 
requirements  for  the  upcoming  year. 

2.  Distribution:  DAAG-MAT 

USAFPCS-I.U 


USAFPCS-TP 


Master  File  (Dump) 


1.  The  Master  File  printout  is  provided,  upon  request,  to  DAAG-MAT, 
USAFPCS-BU,  and  USAFPCS-TP .  It  provides  two  years  experience  in  mail 
transportation,  as  well  as  a  projection  for  the  forthcoming  year.  It  is 
literally  a  "dump’'  of  everything  on  the  master  tape,  i.e.,  segments, 
type  mail,  type  carrier,  miles  and  appropriate  rate  per  segment,  and 
pounds  of  mail  dispatched  per  segment  per  month, 

2.  The  Master  File  printout  is  used  by  Mrs.  T.  C.  Warren,  Statistical 
Clerk,  DAAG-MAT  to  determine  when  a  particular  segment  started  or  stopped 
or  how  long  it  has  been  in  the  system.  Miss  M.  A.  Nicholas,  Transportation 
Specialist  (Mail)  uses  it,  when  necessary,  to  check  individual  segment 
program  figures. 


TAB  K 
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Outbound  Surface  Mail  Statistics  Report 


1.  The  Outbound  Surface  Mail  Statistics  Report  is  a  monthly  report  compiled 
by  the  Army  Military  Mail  Terminals  in  San  Francisco  and  New  York  and  lists 
each  vessel  (and  each  container  transported  thereon)  on  which  APO  mail  is 
dispatched  overseas.  Information  reported  includes  country  of  destination, 
name  of  vessel,  container  number,  previous  dispatch,  ship's  actual  time  of 
departure,  ship's  actual  time  of  arrival,  date  received  at  APO,  date 
unloading  completed,  total  days,  and  average  transit  time  (Sample  copy 
attached  at  Inclosure  1). 

2.  SFC  G.  E.  Riep,  Transportation  NCOIC,  monitors  the  Outbound  Surface 
Mail  Statistics  Report  to  insure  that  mail  is  transported  in  the  most 
expeditious  manner  possible.  If  transit  time  is  excessive,  he  looks  for 
a  more  expeditious  method  of  transportation  or  a  method  of  decreasing 
transit  time.  This  report  .s  a  management  tool  used  in  transportation 
planning  and  average  transit  times  reported  herein  are  published  in  AR  340-3 
Official  Mail. 

3.  Distribution  USAMMT  File 

USAFPCS 

DAAG-MAT 
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Monthly  Report  of  APO/Navy  Mail  Dispatched  by  Foreign  Rail 

1.  The  Monthly  Report  of  APO/Navy  Mail  Dispatched  by  Foreign  Rail  is 
compiled  by  all  APO's  dispatching  mail  on  foreign  rail  and  accounts  for 
all  mail  tendered  to  a  foreign  government  postal  service  for  delivery, 
via  land  transportation,  to  a  US  military  postal  activity.  Information 
reported  includes  point  of  origin,  destination,  date  dispatched,  number 
of  pouches,  and  weight  of  the  pouch  in  kilos  (Sample  copy  attached  at 
Inclosure  1). 

2.  The  Monthly  Report  of  APO/Navy  Mail  Dispatched  by  Foreign  Rail  satisfies 
a  USPS  requirement.  DAAG-MAT  receives  an  information  copy  which  is  used 

by  Mr.  R.  D.  Harbert,  Division  Chief,  when  evaluating  mail  routing  and 
transportation.  No  action  is  required  by  DAAG-MAT. 

3.  Distributions  USPS  Data  Center  (NY) 

DAAG-MAT 

Command  Director  of  Postal  Operations 
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REPLY  TO  Offlo«P 
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DP  Form  878-1.  Military  Mail  Dispatched  by  Type 

1.  DD  Form  878-1  is  a  bi-annual  report  prepared  by  all  APO's  dispatching 
military  mail  (Sample  copy  attached  at  Inclosure  1).  It  is  a  detailed 
account  of  the  type  of  mail  dispatched  during  one  week  in  June  and  one  week 
in  October.  The  DD  Form  878,  Military  Mail  Dispatched,  does  not  provide 
this  detailed  information. 

2.  There  is  no  routine  usage  of  this  report.  The  data  is  collected  for 
use  in  response  to  inquiries  and  for  use  in  special  situations  where 
required,  i.e.,  when  routing  of  registered  mail  was  restricted  to  cargo 
flights,  DD  Form  878-1  information  was  used  to  determine  the  amount  of 
such  mail.  Mrs.  T.  C.  Warren,  Statistical  Clerk,  DAAG-MAT ,  alternates 
with  a  member  of  USAFPCS-TP  in  consolidating  these  reports. 

3.  Distribution:  APO  Files 

Director  of  Postal  Operations  for  the  Command 
DAAG-MAT 
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DA  Form  4195,  Irregularities  in  Make-up  and  Disposition  of  Mail 


i 

i 

i 

f 

! 


1.  DA  Form  4195  is  prepared  as  required  by  postal  activities  receiving  and 
dispatching  mail  to  report  errors  in  make-up,  dispatch,  and/or  distribution. 
It  is  forwarded,  as  applicable,  to  the  Commander,  Military  Mail  Terminal 

or  Director  of  Postal  Operations  of  the  Command.  A  sample  copy  is  attached 
at  Inclosure  1. 

2.  Continued  irregularities  in  handling  are  referred  to  DAAG-MAT  for  action 
SFC  G.  E.  Riep,  Transportation  NCOIC,  is  responsible  for  monitoring  the  DA 
Form  4195  upon  its  arrival  at  DAAG-MAT.  A  copy  of  the  report  is  sent  to 
the  dispatching  agency  for  information  and  corrective  action.  No  report  of 
corrective  action  is  required  by  DAAG-MAT. 

3.  Distribution:  To  Commander,  Military  Mail  Terminal  or,  through  channels 

to  Director  of  Postal  Operations  of  the  Command. 


DAAG-MAT 
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For  u^e  c-f  tbi*  *"orro,  see  AR  6S-1;  the  proponent  oqeney  if  TAGCCN. 


AGA2  Form  943,  Sampling  of  Inland  Transit  Time  on  Parcel  Post 

1.  AGAZ  Form  943  is  prepared  monthly  by  the  New  York  and  San  Francisco 
Military  Mail  Terminals  to  report  transit  times  for  surface  parcels  from 
various  points  of  origin  within  CONUS  to  the  Military  Mail  Terminal  (See 
Inclosure  1). 

2.  SFC  G.  E.  Riep,  Transportation  NCOIC,  DAAG-MAT,  receives  and  monitors 
AGAZ  Form  943  and  calls  excessive  transit  times  to  the  attention  of  USPS. 
Average  transit  times  computed  from  report  data  are  published  in  AR  340-3, 
Official  Mail. 

3.  Distributions  DAAG-MAT 

USPS 
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TAB  P 
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390  Muin  Street,  Pja  501 
San  Francisco,  CA  9l>105 


PARCEL  POST 


or  F  ICC  or  MAIUN6 


Chicago ,  IL 
Long  Island  City, NT 
Oakland,  CA 
Los  Angeles,  CA- 
Minneapolis,  MN 
Washington,  DC 
Fort  Worth,  TX 
Huntington,  Ilf 
Tacoma,  WA 
Rockville,  MD 


Chandler,  AZ 
Fort  Worth,  TX 
Jef fe::  son ,  MO 
Duncai  3ville,  PA 
No  Little  Rock ,AR 
Coshocton,  OH 
Elkins,  W 
Chestertcvn ,MD 
Chicago,  -X 
Nlcholls,  CA 


Oakland,  CA 
Greenville,  SC 
Chicopee,  MA 
Memphis,  TN 
Nev  York,  NY 
Oraylir.g,  MI 
Bervick,  PA 
Grafton,  WV 
Sierra  Vista,  AZ 
Chicago,  IL 


AOAZ  TOP.M  «4J,  \  APS  64 


oat  r 

MAILED 


12  Jul 
11  Jul 


OATC  OATS  IN 

rcceiveo  trans 


15  Jul 


15  Jul 


15  Jul 
15  Jul 
15  Jul 


11  Jul 
10  Ji  1 
10  Jvl 


11  Jul 
11  Jul 
11  Jul 
10  Jul 
10  Jul 
9  - 
9  - 
9  - 
5  - 


17  Jul 
17  Jul 


17  Jul 
17  Jul 


ornce  or  mailino 


Chicago,  IL 
Anaconda,  MT 
Cleveland,  OH 
Connerville,  IN 
Muskee&on,  MI 
Los  Angeles,  CA 
IlOKipton,  YA 
Massillon ,  Oil 
Chicago,  IL 
Buffalo,  NY 

Hamilton,  AL 
Advance,  NC 
Denver,  CO 
Winn3boro,  SC 
Port  Huron ,  MI 
Milvaukee,  WI 
Morton  Crove,  IL 
Denver .Grove ,IL 
Tacoma,  WA 
Los  Angeles,  CA 
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DATE 

mailed 


28  Jun 
16  Jul 
12  Jul 
12  Jul 
12  Jul 
11  Jul 
11  Jul 
10  Jul 
9  Jul 
8  Jul 


26  Jun 
25  Jun 
17  Jul 
12  Jul 
12  Jul 
11  Jul 
10  Jul 
10  Jul 
5  Jul 
1  Jul 


DATE 

RECEIVED 


18  Jul 
18  Jul 
18  Jul 
18  Jul 
18  Jul 
13  Jul 
2  8  Jul 
18  Jul 
18  JuL. 


OATS  IN 
TRANS 


16  Jul  T  2,0 


19  Jul 
19  Jul 
19  Jul 
19  Jul 
19  Jul 
19  Jul 
19  Jul 
19  Jul 
19  Jul 
19  Jul 


0?57B2 


FS  Form  2759,  Report  of  Irregular  Handling  of  Mail 


1.  PS  Form  2759  is  prepared,  as  required,  by  APO's  receiving  and  dispatching 
mail  from  commercial  carriers  to  report  irregularities  in  handling  of  military 
mail  while  in  the  custody  of  those  carriers  (See  Inclosure  1). 

2.  SFC  G.  E.  Riep,  Transportation  NCOIC,  DAAG-MAT,  monitors  the  report  to 
insure  report  data  is  factual  and  properly  documented  before  forwarding  it 
to  USPS.  USPS,  upon  receipt  of  the  report  notifies  and/or  fines  the 
commercial  carrier,  as  applicable. 

3.  Distribution:  Through  Director  of  Postal  Operations  of  the  Command  and 

DAAG-MAT  to  USPS. 
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APPENDIX  5  -  MAIL  ROUTING 

1.  Europe.  The  nail  movement  schedule  and  route  diagram  for  each 
postal  unit  are  attached  as  Inclosures  1  through  19  (lower  tabs  A-S) . 

All  movement  Is  by  truck  except  where  air  and  train  are  Indicated. 

2.  Korea  Is  attached  as  lndosure  20  (lower  tab  T).  It  should  be  noted 
that  all  surface  mall  enters  Korea  at  Pusan  and  then  Is  shipped  by  truck 
to  the  1st  AGMMT  at  Klmpo  International  Airport.  The  1st  AGMMT  receives, 
distributes,  routes,  and  dispatches  all  surface  mall  throughout  the 
Republic  of  Korea  and  all  airmail  south  of  Seoul.  Units  In  and  north  of 
Seoul  pick  up  their  airmail  from  the  1st  AGMMT. 

3.  Japan.  Diagrams  for  Honshu  and  Okinawa  are  not  Included  due  to  the 
uncomplicated  transportation  arrangements  on  those  Islands. 

a.  Honshu.  Surface  mall  is  unloaded  at  Yokahama  port  and  moved  to 
the  Japan  Base  Post  Office  (JBPO)  (APO  96503)  which  is  located  at  the 
port.  Airmail  arrives  at  Haneda  International  Airport  and  then  moved 
by  truck  to  the  JBPO.  All  mall  is  dispatched  from  the  JBPO  on  a  dally 
basis  by  contract  trucks  to  all  four  APOs  and  MAOs. 

b.  Okinawa.  Surface  mall  arrives  at  Naha  port  and  Is  then  trucked 
to  APO  96331  and  MAO  96248.  Airmail  arrives  at  Naha  International 
Airport  and  is  trucked  to  the  APO  and  MAO. 

4.  Thailand.  The  mall  routing  chart  for  Thailand  is  attached  as 
Inclosure  21  (lower  tab  T).  The  Army  operates  APO  96232  and  MAO  96386. 
The  rest  belong  to  the  USAF. 
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TAB 

A 

B 

C 

0 

E 

P 

G 

H 

I 

J 

K 

L 

N 

n 

o 

p 

Q 

R 

S 

T 

UV 


_ UNIT 

3d  Inf.  Div 

8th  Inf  Div 

26th  A 0  Det 

29th  AG  Det 

30th  &  4 Oth  AG  Det 

4lst  AG  Det 

48th  AG  Det 

57th  AG  Det 

60th  AG  Det 

6l*t  AG  Det 

65th  AO  Det 

115th  AG  Det 

125th  AG  Det 

127th  AG  Det 

128th  AG  Det 

139th  AG  Det 

147th  AO  Det 

226th  AG  Det 

Berlin  BPO 

Korea 

Thailand 
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netzf  a^re  am  HAUe.vrirti 


WHfKreis 


MAIL  ROUTE  LEGEND 

KIKPO-SEQUL-PYCNGTASK-TAEJOl^WAEGVJAN-TAEGU-PUSAN  •  »  SURFACE 

PUSAN-7AEGU-V/AEGV/AN-TAI5JON-PYONGTAEK-SEOUL-KIMPO  - t f.  SURFACE 

SEOUL-CHUNCHON-V/CNJU-SSOUL  SURFACE' 

TONGDUCHCN-KLMPO-TONGDUCHON  SURFACE 

MUNSAN-UIJ0NGBU-XLKP0-UIJ0NGBU-KUN3AN  ~~  SURFACE 

KIM?O-PY0NGTAFK-KV/ANGCH(»t-PY0NGTAEK-KIK?0  SURFACE 

KTf-.T'O — CffEJU-DO  - AIR  KAIL 

Surface  noil  point  of  entry  -  Pusan  C-5-22 
Air  nail  point  of  en^y  -  Kimpo 
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APPENDIX  6  -  POPULATIONS  SERVED 


1.  General .  The  populations  served  by  APO  in  USAREUR,  Okinawa,  Honshu, 
and  Korea  are  attached  as  lndosures  1  and  2. 

2.  Discussion.  Subsequent  to  gathering  the  populations  served  data 
attached,  a  staff  visit  to  both  Europe  and  the  Far  East  disclosed  that 
this  Is  not  a  reliable  means  of  determining  workload,  as  explained  below. 

a.  The  major  customer  of  the  15th  AG  Det.  (APO  09164)  is  the 
dependent  school  system  which  means  that  the  unit  ships  to  146  APO's 
large  volumes  cf  school  supplies. 

b.  There  Is  considerable  difficulty  in  Identifying  the  populations 
actually  served  where  facilities  must  be  operated  at  post  exchanges  or 
the  dependent  housing  areas  of  one  service  use  an  Army  APO  for  some 
postal  services,  as  is  the  case  of  the  115th  AG  Det.  (APO  09227)  at 
Kaiserslautern . 

c.  Data  in  regard  to  State  Department,  civilian  contractor,  and 
the  non-military  personnel  (excluding  military  dependents)  was  not 
available  or.  If  available,  of  doubtful  accuracy. 

3.  Considerations  for  staffing. 

a.  Postal  finance  service  -  hours  open  per  day. 

b.  Unit  mall  service-units  served  and  types  of  activities. 

c.  Locator  -  based  on  population. 

d.  Mall  processing  -  related  to  population  and  type  activities. 

e.  Bulk  transit  mail  -  quantity  and  weight. 

f.  Aerall  mail  terminals  -  distance  from  APOs. 

g.  Rail  operations  -  loading  and  unloading  normally  not  at  APO. 

h.  Number  of  outlying  postal  facilities. 

1.  Number  of  mall  truck  runs. 
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V 

s. 

V. 

V 

4 

a 

0 

9 

4 

s 

J 

s 

APO/MAO* 

MILITARY 

DEPENDENTS 

DAC 

RET  I 

Honshu 

96267* 

79 

152 

30 

96343 

1,384 

1,955 

540 

96503 

124 

314 

63 

Okinawa 

96331 

4,631 

4,600 

1,320 

96248* 

2,800 

2,700 

1,000 

Thailand 

96232 

1,400 

50 

127 

5 

96386* 

1,600 

100 

162 

5 

Korea 

96208* 

1.200 

200 

20 

0 

96212 

0 

0 

0 

0 

96218 

4,000 

1,000 

150 

10 

96220* 

12 

0 

0 

0 

96224 

7,998 

303 

45 

14 

96231* 

600 

50 

14 

4 

96251* 

3,692 

150 

5 

3 

96259* 

2.0C0 

500 

190 

60 

96271* 

6,000 

200 

35 

10 

96301 

14,000 

5,000 

300 

25 

96302* 

1,050 

500 

100 

0 

96335* 

0 

0 

0 

0 

96358 

3,090 

80 

20 

15 

96370* 

800 

0 

0 

0 

96397 

950 

50 

10 

2 

96460* 

1,000 

70 

90 

20 

96483* 

2,000 

100 

10 

8 

96488* 

40 

20 

15 

0 

96571 

90 

10 

0 

0 

TOTALS 

49,422 

8,233 

176 

1,004 

STATE  OTHER 

7 

0  20 

15  35 

5 
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APPENDIX  7  -  FACILITIES 


1.  Burope.  HQ,  Postal  Group,  Europe ,  was  unable  to  provide  data 
concerning  lta  facilitiea.  One  respondent  informed  the  project  mameger 
that  they  did  not  know  how  aany  facilities  the  group  had.  Therefore, 
the  following  summary  is  provided. 

a.  The  poor  condition  of  nany  of  the  facllltlee  in  which  postal 
personnel  nust  live  and  work  presents  a  very  unfavorable  situation. 

Most  postal  units  vlsltsd  occupied  snail  buildings  which  lacked 
sufficient  floor  space,  loading  docks,  interior  arrangements  conductive 
to  efficient  operation,  and  attractive  appearances  for  workers  and 
patrons.  Maintenance  and  repair  requests  are  acted  upon  slowly  and  many 
times  repairs  are  made  by  APO  personnel  theaselvea.  It  appeara  that 
APOs  have  a  very  low  priority  in  regard  to  choice  of  facilities  and 
repairs. 

b.  The  worst  conditions  existed  in  Stuttgart  (139th  AG  Company) . 
Both  the  APO  and  billets  are  in  Wallace  Barracks.  Peraonnel  are 
billeted  in  the  nlddle  of  a  building  both  sides  of  which  ere  occupied 
by  third  country  nationals.  Litter  was  strewn  around  the  area.  There 
are  no  recreation  facilities  on  Wallace  Barracks  and  one  of  the  NCOa 
voluntarily  drives  a  bus  to  and  from  another  conpound  where  such 
facilities  are  available.  In  one  shower  room  of  the  billets,  only  two 
of  eight  showers  were  working,  and  one  of  those  had  no  shower  head. 

The  APO  was  in  need  of  repair  (e.g.,  wooden  doors  had  large  holes  in 
them).  It  is  surprising  that  morale  was  aa  good  as  it  seemed  to  be 
considering  all  the  negatives  observed. 

c.  The  foregoing  is  not  intended  to  imply  that  all  facilities  are 
in  comparable  condition.  The  working  areas  of  the  228th  and  226th  AG 
Companies  were  pleasant,  well  lighted,  clean,  and  well  maintained. 


a.  Honshu. 

(1)  The  Japan  Base  Post  Office  has  a  floor  space  of  26,500  sq  ft. 
The  building  has  24  windows  and  was  built  in  1956.  The  condition  of 
the  building  is  good. 

(2)  APO  96343  building  is  wooden,  5,400  sq  ft.  Number  of  windows 
consists  of  1  window  at  each  of  the  5  units.  The  building  is  21  yrs  old 
and  has  aged,  but  is  in  servlcabls  condition. 

(3)  APO  96503  building  has  8,300  sq  ft,  which  functions  with  a 
finance  section,  APO  operations,  a  receiving  and  dispatching  section  and 
a  registry  section.  This  operation  has  1  finance  window,  is  29  yrs  old 
and  the  condition  of  the  building  is  good. 
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(4)  96503,  Unit  #6  has  517  sq  ft  and  operates  a  finance  and  R&D 
Section.  Area  has  1  finance  window,  11  yrs  old  and  in  good  condition. 

(5)  96503,  Units  #4  &  5  has  540  sq  ft,  operates  a  finance  and  R&D 
Section.  It  has  1  fiance  window,  11  yrs  old  and  in  good  condition. 

(6)  MAO  96767  has  360  sq  ft,  operates  a  finance  and  R&D  Section. 

Has  1  window,  21  yrs  old  and  in  good  condition. 

b.  Okinawa. 

(1)  APO  96331.  Main  APO  was  built  in  1953  and  is  in  excellent 
condition.  Floor  space  is  as  follows:  Receipt  &  Dispatch-2400  sq  ft. 
Directory  -  1,764  sq  ft.  Registered  and  Insured  -  720  sq  ft,  Finance 
Windows  (2-PP,  1-M0,  1-Reg)  -  224  sq  ft,  COPE/APC  Office  -  300  sq  ft, 
Admin  -  400  sq  ft.  Lock  Box  -  650  sq  ft.  Lobby  -  780  sq  ft,  Break  Area  - 
425  sq  ft. 

(2)  APO  96248  (MAO).  Building  was  constructed  in  1960  and  is  in 
excellent  condition.  Floor  space  is  as  follows:  Receipt  and  Dispatch  - 
2000  sq  ft.  Registered  and  Insured  -  240  sq  ft.  Finance  Windows  (1-PP, 
1-Reg /MO)  -  70  sq  ft.  Admin  -  280  sq  ft.  Lock  Box  -  80  sq  ft.  Lobby  - 
280  sq  ft. 

3.  Korea  (shown  on  lnclosure). 

4.  Thailand. 

a.  APO  96232  has  a  building  of  75'  x  45'.  Square  footage  for  each 
function  performed  is  1800'  for  mall  breakdown  and  handling,  126'  total 
for  the  two  parcel  post  windows,  and  180'  office  space. 

b.  MAO  has  a  building  of  60'  x  30’ .  Mail  breakdown  and  handling  has 
875  sq  ft  and  two  parcel  post  windows  have  a  total  of  70  sq  ft. 
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ANNEX  D 

PROPOSED  CENTRALIZED  ORGANIZATION 
AN  OUTPUT  OF 

THE  ARMY  POSTAL  ORGANIZATION  STUDY 
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Introduction 

Part  A 

World-Wide  organization 

Part  B 

Hq,  US  Army  Postal  Comnand 

Part  C 

New  York  Military  Mail  Terminal 

Part  D 

San  Francisco  Military  Mail 
Terminal 

Part  E 

Hq,  US  Army  Postal 

Command  Europe,  Middle-East, 
and  Africa 

Part  F 

Hq,  US  Army  Postal 

Comnand  Far  East 

Part  G 


Hq,  US  Army  Postal 
Command  USA 


Introduction 


1.  Purpose.  To  provide  a  centralized  world-wide  Army  postal  organization 
for  testing  against  the  criteria  for  an  effective  postal  organization 
developed  during  phase  I  of  the  Postal  Organization  Study  and  for  staff 
commentary  from  other  directorates  and  offices  of  TAGCEN.  The  results 

of  the  testing  and  staffing  will  be  presented  in  a  later  document. 

2.  Methodology 

a.  The  organization  described  in  this  document  is  derived  from: 

(1)  Organization,  functions,  and  manpower  documents  of  the 
Army  postal  service. 

(2)  Organization,  functions,  and  manpower  documents  of  the  USAF 
Postal  and  Courier  Service. 

(3)  Responses  to  questionnaires  submitted  during  phases  I  and  II 
of  the  Organization  Study  to  the  major  conrnands,  military  mail  terminals, 
and  divisions  of  the  Postal  Directorate,  TAGCEN. 

(4)  Information  obtained  by  the  project  manager  during  staff 
visits  to  Europe  and  the  Far  East  during  phase  III  of  this  study. 

b.  It  Is  not  intended  that  the  organization  described  herein  would 
assume  any  more  functions  from  supported  commands  than  absolutely 
necessary.  It  would,  however,  create  a  context  within  which  the  Army's 
postal  mission  would  be  better  managed  with  greater  potential  for  operating 
economy.  Ideally,  the  host  commands  would  provide  the  support  they  now 
provide,  such  as  transportation,  budget  and  fiscal  administration,  facilities, 
personnel  administration,  and  non-postal  operating  supplies  and  equipment. 

c.  This  organization  does  not  extend  below  major  command  level  (l.e. 

^o  the  operating  unit  level)  except  to  indicate  that  the  organizations 
described  herein  command  and  have  operational  control  over  the  postal 
operating  units  within  their  geographic  areas  of  responsibility.  Not 
resolved  at  this  time  is  the  relationship  of  the  postal  groups  to  the  postal 
sections  of  divisions  and  separate  brigades.  This  relationship  might  be  that 
of  technical  supervision  or  actual  operational  control.  This  question  will 
be  resolved  when  the  organization  is  tested. 

3.  Organization  of  the  document  Is  contained  in  the  table  of  contents. 

Each  part,  except  f>art  A,  consists  of  an  organizational  chart,  functional 
listing,  and  table  of  distribution  (personnel  only).  Part  A  contains  an 
organizational  chart  and  a  summary  listing  of  the  personnel  requirements 
for  the  entire  organization,  except  the  postal  operating  units. 


FUNCTIONAL  STATBtENT.  US  ARMY  POSTAL  COMMAND 


1.  Commander . 

Exercises  command,  administrative,  operational,  and  technical  control 
over  assigned  units  and  facilities,  budgetary  appropriations,  and  postal 
operations  of  the  USAPC. 

2.  Administrative  Division. 

a.  Established  USAPC-wide  policies  governing  administrative  procedures, 
functions,  and  services. 

b.  Advises  and  assists  the  commander  in  making  decisions  and  taking 
actions  on  administration  matters. 

c.  Advises  other  divisions  on  administration  matters  and  maintains 

a  working  relationship  with  enhances  cooperative  effort  and  improves  admin¬ 
istration  operations. 

d.  Identifies  applicable  systems,  methods,  and  standardized  practices 
established  for  the  functional  area  by  higher  authority  and  supervises 
their  adoption,  application,  and  use. 

e.  Provides  guidance,  assistance,  and  staff  surveillance  over  subordinate 
units  in  areas  of  administration. 

f.  Functions  as  the  prime  representative  for  all  civil  service  employees 
to  include  maintenance,  submission,  receipt  of  time  cards,  payroll  checks, 
etc. 


g.  Reviews  and  evaluates  the  quality  of  manuscripts  for  proposed  USAPC 
regulations,  supplements,  visual  aids,  operating  instructions,  etc.,  to 
determine  if  idean  presented  are  xogical,  well  organized,  adequate,  and 

in  conformance  with  guidelines  established  by  higher  headquarters. 

h.  Researches  manuscript  contents  checking  for  duplication  of  informat¬ 
ion,  abbreviations,  symbols,  conflicting  instructions  to  higher  headquarters 
standard  publications,  etc. 

i.  Reviews  with  author  of  each  submitted  manuscript  proposed  changes 
regarding  organization  of  text,  conflicting  or  inaccurate  statements, 
proposed  tone  and  style  of  writing  to  be  used,  grammar,  spelling  and  punctuation 
corrections,  format,  and  ditorial  rules  and  standards  to  conform  with 
existing  directives  regarding  standard  publications. 
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j.  Coordinates  publication  of  all  regulations,  supplements  and 
circulars. 

k.  Designs  blank  forms  for  world  wide  usage,  coordinating  with  all 
offices  of  primary  interest  including  the  USAF,  Navy,  and  other  governmental 
agencies  as  required. 

l.  Distributes  official  commmications  to  the  division  of  the  head¬ 
quarters  and  subordinate  organizations. 

m.  Maintains  document  security  accountability  of  classified  material 
being  processed. 

n.  Evaluates  records  management  of  the  headquarters  to  assess  the 
validity  of  requirements  for  creation,  retention,  preservation,  disposition, 
retirement,  or  transfer  of  official  records. 

o.  Provides  guidance  and  assistance  in  proper  maintenance  and  disposition 
of  all  records,  establishing  offices  of  record,  reporting  records  holdings, 
proper  use  of  filing  supplies  and  equipment. 

p.  Controls  the  acquisition  and  use  of  all  filing  and  related  equipment 
used  within  HQ  USAPC. 

q.  Coordinates  operational  assistance  and  analysis  visits  in  all  areas 
of  administration  to  include  organization,  publications  management,  forms 
management,  publications  and  forms. 

r.  Develops  policy  for  distribution  management,  special  orders,  printing, 
duplicating,  copy  management,  documentation  management,  document  storage 

and  retrieval,  correspondence  management,  distribution  systems,  message 
management,  office  address  symbols,  abbreviations,  and  terminology. 

3.  Programs  and  Resources  Division. 

a.  Budget  Branch. 

(1)  0  &  M  Budget. 

(a)  Prepares  the  budget  from  inputs  from  the  field,  data  available 
in  the  Budget  Branch,  knowledge  of  future  requirements,  other  data. 

Writes  marrative  explanation/ justification  for  each  type  of  expense  category. 

(b)  Defends  and  explains  all  parts  of  the  budget  at  meetings  as  required. 

(c)  Monitor /reviews  the  status  of  USAPC  financial  plan  during  the 
year.  Make  reprogramming  changes  between  elements  of  expense  as  required. 
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(d)  Based  on  airount  received,  distributes  financial  plan  to  the  Hq 
and  groups.  Provides  advice  and  assistance  to  headquarters  divisions 
and  to  financial  managers  in  each  group. 

(e)  Prepares  and  defends  revisions  to  the  financial  plan. 

(2)  APO  Mall  Budget. 

(a)  Prepares  the  estimated  cost  of  transportation  of  mail  by  each  of 
the  five  categories  (Air  Mail,  Military  Official  Mall,  Space  Available  Mail, 
Military  Airlift  Command,  and  Rail).  Budget  is  prepared  from  past 
performance  statistics,  knowledge  of  future  requirements,  and  other  data. 
Writes  narrative  explanation  for  each  category. 

(b)  Defends  and  explains  the  budget  submission  as  required. 

(c)  Maintains  cost  records  of  funds  obligated  for  transportation  of 
mail. 

(d)  Prepares  and  defend  revisions  to  the  financial  plan. 

(3)  Computes,  prepares,  justifies  and  submits  to  TAGCEN  Comptroller 
budgetary  reimbursement  to  the  USPS  for  Department  of  the  Army  official 
indicia  mall  and  the  postage  free  mail. 

(4)  Determines  distribution  of  and  monitors  the  execution  of  the 
annaul  and  quarterly  USAPC  budget  authority. 

(5)  Provides  budgetary  advice  and  furnished  assistance  and  guidance 
to  Staff  Offices  and  subordinate  financial  managers  on  USAPC  financial 
matters. 

(6)  Develops  and  submits  worldwide  Army  mail  budget,  requirements 
and  financial  plan  by  mode  (commercial  air,  or  MAC)  and  category  of  mall 
(Air  Mall,  Military  Official  Mall,  Space  Available  Mail),  TAGCEN  Comptroller . 

b.  Logistics  Branch. 

Responsible  for  coordinating  requisitioning,  budgeting,  and  accounting 
for  all  equipment  used  within  USAPC  monitoring  of  equipment  authorisations 
for  inclusion  in  TOE  and  TDA,  monitoring  of  host/tenant  agreements  consummated 
between  USAPC  units  and  host  installations;  monitoring  the  pick-up  and 
redistribution  of  excess  USPS  equipment,  l.e.,  lock  boxes,  mail  distribution 
cases,  tables,  etc.;  and  the  review,  justification  and  reclame  actions,  if 
required,  on  all  USAPC  space  requirements.  Including  leasing  and  new 
construction  of  post  offices.  Monitors  the  Cost  Reduction  Program.  Serves 
as  back-up  support  witness  regarding  military  construction  program  for 
USPS /USAPC  functions. 
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c.  Plans  Branch. 

Develops  establishes  and  maintains  methods  and  procedures  for  plans 
and  programs  affecting  USAPC.  Develops  operational  concepts  reflecting 
basic  HQ  structure  and  plans  to  support  and  implement  emergency.  Intermediate, 
mobilization  and  wartime  plans.  Develops  guidance,  gains  coordination,  and 
reviews  USAPC  inputs  to  DA  and  major  command  plans  relating  to  postal 
support  worldwide.  Formulates  and  develops  USAPC  plans  and  programs,  provides 
guidance  and  procedures  for  their  interpretation  and  implementation. 

d.  Management  Analysis  Branch. 

Responsible  for  extracting,  compiling,  recording  and  analyzing  data 
from  recurring  and  special  reports  on  cost,  personnel,  operations  and 
equipment.  Identifies  areas  requiring  attention  and  improvement.  Prepares 
and  maintains  a  statistical  notebook  for  the  commander  and  staff  management 
needs.  Develops  USAPC  portion  of  the  TAGCEN  quarterly  review  and  analysis. 

4.  Postal  Operations  Division. 

a.  Reviews  and  researches  US  Postal  Service  Manuals,  directives, 
bulletins  and  other  publications  to  identify  changes  in  postal  procedures 
effecting  the  US  Army. 

b.  Writes,  reviews  and  revises  directives  regarding  postal  procedures 
applicable  to  all  Army  activities,  such  as  AR  65-1  and  65-75. 

c.  Coordinates  operational  analysis  and  assistance  visits  to  worldwide 
postal  activities. 

d.  Provides  technical  assistance  to  USAF  and  Navy  postal  activities 
when  requested  to  insure  mission  accomplishment  within  the  total  military 
postal  complex. 

e.  Coordinates  with  the  US  Bureau  of  Customs  on  controlling  and 
eliminating  narcotics  and  other  dangerous  drugs  from  the  military  mail  system. 

f.  Evaluates  suggestions  relative  to  civil  or  military  postal  system 
and  implements  those  approved. 

g.  Insures  continuity  and  compatability  of  the  domestic  and  military 
postal  systems  by  frequent  coordination  with  the  USPS,  DOD,  USAF,  Navy, 
Department  of  State  and  other  governmental  activities  interfacing  with 
the  Army  postal  system. 

h.  Provides  Army  activities  with  the  proper  procedures  for  using  the 
State  Department  Pouch  system. 
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i.  Investigates  and  prepares  replies  to  complaints,  including 
Congressional  and  Executive  inquires  regarding  irregularities,  loss,  damage 
and  delay  of  mail. 

j.  Develops  and  coordinates  proficiency  training  for  postal  personnel 
with  appropriate  training  activities. 

k.  Develops  operational  checklists  to  assist  supervisors  in  evaluating 
and  managing  postal  activities. 

l.  Monitors  and  evaluates  the  postal  operations  course  at  the  Adjutant 
General's  School  to  insure  procedures  are  taught  and  that  training  conducted 
contributes  to  the  operational  effectiveness  of  newly  assigned  personnel. 

m.  Develops  unit  mail  clerk  tests  in  accordance. 

n.  Develops  inspection  checklists  to  evaluate  performace  of  unit  mail 
rooms. 

o.  Develops  visual  aids  to  assist  patrons  in  identifying  available 
postal  services. 

p.  Implements  DOD  procedures  to  control  and  eliminate  contraband  in 
military  services. 

q.  Prepares  reports  of  inspection  to  document  findings  and  reviews 
completed  reports  to  insure  necessary  action  has  been  taken. 

r.  Evaluates  postal  problem  areas,  determines  the  necessity  for  staff 
assistance  visits  and  identifies  staff  agencies  needed  for  team  composition. 

s.  Establishes,  relocates,  designates  and  discontinues  US  Army  postal 
activities. 

t.  Monitors  reports  of  postal  offense  and  Incidents  and  takes  corrective 
action  when  trends  are  established. 

u.  Monitors  non-postal  investigative  reports  involving  USAPC  personnel 
to  insure  they  meet  the  standards  of  retention  in  the  postal  field. 

v.  Develops  procedures  Implementing  DOD  policy  in  the  use  and  management 
of  official  mall  within  the  Army.  Assists  official  mailers  in  resolving 
mail  handling  problems. 

w.  Monitors  the  use  of  the  Army  Indicia. 

x.  Assists  Army  activities  in  the  establishment  and  use  of  the  pouch 
system. 
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y.  Monitars  overages  and  shortages  in  postal  accounts  and  Boards  of 
Inquiry,  and  coordinates  with  the  USPS  to  protect  funds  advanced  to  the 
Army  by  the  USPS. 

z.  Monitors  postal  claims  initiated  against  US  Army. 

aa.  Processes  IG  inspection  reports  for  USAPC. 

bb.  Performs  as  the  sole  point  of  contact  for  the  US  Army  regarding 
postal  operational  matters  with  the  USPS,  DOD,  the  military  services  and 
other  governmental  agencies.  Represents  the  US  Army  on  all  postal  committees 
and  conferences. 

5.  Transportation. 

a.  Manages  worldwide  movement  of  mail  in  Army  areas  of  responsibility. 

(1)  Develops,  implements  and  administers  procedures  and  techniques 
for  optimum  and  secure  transportation  of  mail  by  all  modes  and  combinations 
thereof,  both  domestic  and  international  and  between  and  within  oversea 
areas . 

(2)  Develops  policies,  procedures,  and  plans  in  support  of  Department 

of  Defense  objectives  which  relate  to  mail  traffic  management  and  all  services 
incident  thereto. 

b.  Provides  technical  transportation  advice  on  matters  as  they  relate 
to  postal  transportation  operations. 

c.  To  the  extent  that  the  mode  of  transportation  has  not  been  dictated 
by  the  DOD,  Congress  or  by  the  Individual  patron  in  his  purchase  of  postal 
service,  Hq  USAPC  prescribes  the  mode  of  transportation  for  all  categories 
of  mail,  and,  based  on  carrier  performance,  establishes  criteria  for  the 
selection  of  a  mode  or  the  specific  carrier  within  a  mode. 

d.  Evaluates  utilization  of  carriers,  routes,  and  schemes  and  takes 
necessary  action  to  insure  USPS  and  DOD  transportation  policies  are  applied 
and  that  the  redults  obtained  will  stand  the  tests  of  traffic  management. 

e.  Analyze  reports  and  statistical  data  pertaining  to  mail  transportation 
and  reconmends  appropriate  action  when  necessary.  These  reports  include 
transit  time  studies,  reports  of  air  carrier  irregularities,  mall  volumes, 
and  errors  in  make-up  and  disposition  of  mall. 

f.  Compiles  mall  transportation  data  on  amounts  and  categories  of  APO 
mail  moved  worldwide  for  use  in  joint  Army/Air  Force  forecasting  of  space 
requirements  by  mode  (commercial  air,  MAC,  MSC)  and  destination. 
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g.  Validates  mail  transportation  billings  submitted  by  MAC,  MSC,  and  US 
and  foreign  air  carriers. 

h.  Provides  APO  mail  transportation  information  and  statistical  data  to 
Congress,  DoD,  USPS,  Air  Staff,  MAC  and  others  as  required. 

i.  Maintains  liaison  with  operational  representatives  of  USPS,  DoD, 
Civil  Aeronautics  Board  (CAB),  USAF,  Navy,  Transportation  Single  Managers 
(MAC,  MSC,  MTKTS),  and  carriers  on  mail  handling,  billing  procedures,  pack¬ 
aging,  labeling,  manifesting,  routing,  containerization  of  any  other  matters 
involved  in  the  movement  of  mail. 
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RECAPITULATION 


Military 

Officers 

Warrant  Officers 
Enlisted 

Total  military 

Civilian  -  direct  hire 

GS 

WB 

Other 

Total  civilian 

Total  TDA 

By  grade,  ASI/LIC,  branch 
Officers 
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0 
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12 


15 

0 

0 
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BR 

RE£ 
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AG 
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05 
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42 

AG 
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Total 
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Enlisted 
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00318 
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1 

04 
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Total 

15 
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Strm  m  APO  Peetnl  tmamudi  aad  Opiritiw  Adviser  to 
Aagr  Postal  Direct  or  ata  and,  aa  such,  onAMb  la^pth  atadlaa 
of  dapatdi  mad  transportation  mprtt— f  to  4— ralna  pallor 


harldaa  nacaoacry  Instructions  ta  local  rngjoaal  f  aatal 
officials,  and  local  aad  ether  pee tnao tare,  aa  app  reprints, 
far  preeaeaiag,  renting  aa 4  dispatching  Assy  aad  Air  Pares 
APO  aolla. 

Monitara  the  dlatrftvtiaa  cad  dispatch  of  Military  sail  la 
various  aactiooa  af  tha  pootal  coo  cm  tr  atlas  water  (POO  to 
iasoxa  optimal  Irorirfmm  ta  aaita  for  sipsdlttag  dalivory  after 
arrival  la  oversee  ares,  aad  to  laoara  Chat  psataaatata  ara 
raapooalva  to  traaapartatloa  policies  af  da  Military  vhich 
differ  la  aoDC  inspects  fros  civil  poet  office  policy* 

Assists  nllitary  aad  other  poveroasat  oailara  la  arp editing 
the  dispatch  of  supply  Items  at  tha  laaat  ooat  to  the  federal 
Ooveroamt,  Monitors  tha  outvard  flew  af  ailitaxy  sail  in 
order  to  detect  and  report  upon  apparent  abases  of  prsart.ua 
sorvlcaa.  Corrects  tha  abuses  by  dova grading  to  tha  proper 
node  of  traaoportatioa  comenaurat*  with  tha  Bequlred  Salivary 
Bate  (RDO) ,  end  couputaa  aad  reports  ouch  aaviago  la  pouada 
end  dollars  to  tha  Director,  Amy  Postal  Barrleaa  Dlractorato. 
Plaits  Major  depots  and  other  major  official  aaUera  and  providac 
nailing  Instruct loos  and  advice  as  needed. 

Compiles,  publishes,  end  distributee  the  Military  Peat  Office 
location  List,  Kail  Distribution  S chans,  Area  Kail  Matrlbutlea 
Instructions  and  Labeling  Catalog,  end  Labeling  and  Massing 
Instructions  (Alt,  HP  and  SAM). 

Monitors  retrograde  military  aall  to  detest  end  report  any 
irregularities  and  to  insure  expeditious  domestic  dispatch. 

Maintains  liaison  with  the  Kail  Division,  P.  S.  Treasury 
Dnpartsont  Bureau  of  Customs  to  Insure  expeditious  processing 
of  retrograde  APO  nails  through  Bureau  of  Custom  facilities  and 
to  obtain  information  aa  to  go vo meant  property,  explosives  and/or 
other  non-tvillables  intercepted  vhich  had  bean  nailed  at  Any 
APOs. 


Provides  liaison  oorvleo  for  oversea  coanten  and  Cbo  Depart- 
mat  of  tbo  Amy  aul  Dapartnaat  of  tha  Air  Foret,  with  poe  tweeters, 
rational  postal  officials.  Military  Traffic  Managanant  C— and. 
Military  Ocean  Terulnala,  Military  Small  ft  Civ— and.  Military 
Airlift  Car-sad,  euston  offldala,  alrllaa  and  etaeashlp  liaa 
officials,  and  coerdlnatna  —it  of  nail  through  aad  Vy  thaaa 

Monitors  and  coordinates  tha  requisitioning  of  pcatana  at asp a, 
stooped  paper,  blank  noaay  orders,  alida  labels,  facias  slips,  and 
expendable  and  nonexpendable  postal  supplies. 

Prowl daa  directory  sorvlco  for  inaarractly  or  laaoay  lately  addroooad 
APO  sail* 

Monitors  fixed  credits  ex tan  dad  custodians  of  postal  sffaeta  by 
V.  S.  Postal  Serrlca  to  assure  a— it  la  reasonable  and  ccnaiatant 
with  the  illusion  and  raqulranants  of  tbo  APO  concerned.  Coord¬ 
inate#  with  USPS,  request  for  lacraaaa  of  fixed  credits  to  OOP* 
during  peak  railing  periods  aad  requests  for  retention  of  cash 
In  excess  of  25  percent  of  fixed  credit  extended  by  OOPB  to  postal 
claxka,  as  required. 

Maintains  records  of  reserve  APO  matters  and  related  pootnarklns 
devices.  Upon  opening  of  a  new  APO  as auras  that  pootaarklnK 
devices  and  necessary  equlpoant  is  furnished  tha  Director  of 
Postal  Operations  of  tha  appropriate  eoanaad. 

Conducts  annual  Inspection  of  all  Amy  APQs  la  tha  Pacific  Area 
(SFMMT)  Atlantic  Area  (KMff)  aad  perform  other  liaison  with 
overseas  ooonanders  as  directed  by  tha  Any  Postal  Directorate. 

Monitors  JUMPS  -  Amy  shipnanta  arriving  free  Indianapolis  to 
ensure  priority  handling  and  expedited  novenent  to  and  destination. 

Maintains  liaison  with  overseas  eomanders  and  USPS  officials  for 
proem t  repair  and  roplacawnat  of  postal  equlpoant. 

Monitors  all  claim  for  loss  or  danaga  to  registered  anil 
originating  at  or  addressed  to  Any  APOa. 
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U.  S.  ARXr  MIUTAZT  MAIL  TWHDIAtS  <0*  TOfT,  MM  VIMKXMO) 


ProvldM  0000000*7  taakiuctlM  t o  Inal  wgl— 1  pootol 
official*,  aod  lwnl  aU  atkar  pufaatim,  •  appaapdata, 
for  pnoMdat,  vaadap  mi  (HapatAhi  Aaap  aod  Air  VMna 

APO  Milo. 

Monitor  a  tbo  dlatrlbuti**  wl  MapatM  of  dUtary  m!1  So 
Tarieaa  ooaHooo  of  tbo  paatol  oaooootrokloo  — f  r  (POO)  to 
laootw  aptioo  toaaMM  to  ooftto  for  opaMlMi  OallWp  after 

raopoMiwe  to  coaoopartatiae  pPUdaa  of  Ma  dlltory  dfM 
dlffor  to  oom  roapooto  froai  oloil  poor  offAoo  pallor* 

Aooioto  nilltery  mi  other  ppanaoat  Ml  loro  to  ■QoHttaj 
tho  dlopstch  of  oupply  lt«M  at  tbo  looot  root  to  Mo  Moral 
OooorMMt.  tool taro  tho  ootvard  flow  of  dlUaqr  tall  So 
order  to  detect  aod  report  opoai  tppanat  doaaa  of  pcodao 
MrvleM.  Corroetr  tka  abaoaa  Vy  tnoagrodtot  to  tho  proper 
node  of  troMpoctotloo  cooMooinrof  «&th  the  toftrad  Boliooxy 
Dote  (RED) ,  mi  oouputoo  and  roporto  onto  oorlooe  to  pooodo 
end  dollar*  to  tho  Mroatar,  toy  Postal  Sarrlooo  MMotoroto. 
Plaits  Mjor  dopoto  aod  other  aojor  official  00!  loro  aod  prowtdoo 
nailiap  loo  trust  Iom  ad  odvioo  ao  ooodod. 

canpUoo,  pMbllohoo ,  ood  dlotrlhotM  tho  Tttlitoiy  toot  OffUo 
location  liot.  Hail  ntotrlbatlao  Mom,  Amo  Hall  tlotrChotlM 
Inatruetlooo  ood  labollog  Catalog ,  ood  T.Okolfop  ood  Hoootot 
Taotructlano  (AM,  MOM  ood  SAM). 

Manltaaro  retrograde  nllltary  oall  to  dotoot  ood  roport  aqr 
irregularities  aod  to  ioouro  oopodltioao  doaoatlo  dlopotdi. 

Maintain*  llaiaon  with  tho  Kail  Dirleioo,  t».  S.  Treasury 
TtopartoMt  Bureau  of  Cuotono  to  iaooro  oopodltioao  preaeaotag 
of  retrograde  APO  mail*  through  Baroou  of  Cootoao  foadlitloo  m 
to  obtain  information  aa  to  poop  moan  t  property,  eopleolwM  ood 
other  noo-nnllablee  late reap tod  which  had  boon  oollotf  at  Alto 
APOo. 
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Provide#  liaison  aarrloa  for  gwm>  ewMadtra  and  eba  Popart 
mat  of  the  Amy  and  Popart— nt  of  tha  Air  hrea#  with  pnarr— rsra. 
rational  postal  offldtla.  Military  Traffic  Maaag— nt  Osmond, 
Military  Oeoan  Terminals.  Military  losllft  Com— d,  MUltssy 
Airlift  Csasad,  mataa  officials*  slrlias  a ad  steam bdp  lias 
officials*  aad  ooonMaatoa  agwami  of  adl  throng*  sad  by  thorn 


Monitors  aad  ooordlsatas  tbs  rego!  at  Hoeing  of  firrapi  Mpat 
sta^Md  paoar,  blank  assay  orders,  allds  labsla,  faotag  eldpo,  aad 
expsadable  sad  iww|a<*la  postal  ospplloo. 

rrovidas  diroctory  service  for  tsasTraarlj  or  last  lei  olj  aAdsoaeed 

APO  nail. 

'tooitors  flsod  erodlts  aneosdad  osstadjass  of  postal  offooia  by 
n#  S.  Postal  Ssrviee  as  aaaaro  aaaaat  Is  reoaomble  sad  — laiost 

inatss  with  DSPS*  rofaat  far  laaraasa  of  flood  wort! to  to  OOPS 
during  podt  malllag  porloda  and  rofopata  for  roteatUa  of  eMh 
in  moose  of  25  paasost  of  fiatod  orodlt  oataalad  by  OOPS  to  postal 
clarka,  oa  npilnd. 

Maintains  records  of  raoorvo  APO  modi  a  is  and  rolatod  paotaaiblaa 
darrlcos.  Upon  spaaing  of  a  now  APO  aaowraa  that  p  os  tombing 
dosisas  and  aaoaaaary  aqnlpmat  is  faralabad  tba  Mmetsr  af 
Postal  Oporstloas  af  tba  appropriate  osnmad. 

Conducts  amusl  iaapastlon  of  all  Amy  APOs  la  tbs  Paatflc  Aasa 
(SPMMT)  Atlantic  Area  (imtff)  sad  psrfsras  otbar  llataia  sltb 
overs# as  oowsandars  as  dlrsctsd  by  tho  Amy  Postal  Mmoteaato. 

Monitors  JUMPS  •  Amy  sblpaants  arriving  fron  Taitayriti  to 
annum  priority  Handlist  and  arpsditad  on  van  it  to  ond 

Maintains  liaison  with  ovoraooo  oowaoadara  sad  DSPS  officials  far 
proant  rupolr  ond  r  op  la  comet  of  postal  equipment* 

Monitors  all  claim  for  loco  or  damps  to  registered  noil 
originating  at  or  oddmoood  to  Assy  APOs. 
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Functional  Statement.  US  Army  Postal  Group.  Europe.  Mid  East,  Africa 


1.  Command. 

a.  Exercise  command  and  operational  control  over  assigned  districts  (or 

b.  Manages  all  postal  activities  within  area  of  responsibility. 

c.  Provides  single  point  of  contact  for  all  MACOMs  located  within 
area  of  responsibility. 

d.  Acts  for  the  Commander,  USAPC  as  his  field  representative  within 
area  of  responsibility. 

2.  Operations  Division. 

a.  Formulates  postal  policy  for  Group  activities. 

b.  Identifies  requirements  for  budget,  manpower,  equipment  and 
facilities.  Submits  these  requirements  to  Group  Programs  and  Resources 
Division. 

c.  Further  defines  selected  HQ,  USAPC  policies  to  make  them  applicable 
to  the  Group. 

d.  Defines  standards  of  service  within  those  parameters  established 
by  HQ  US.  4C.  Standards  should  include: 

(1)  Maximum  and  minimum  total  hours  of  financial  service  for  APOs. 

(2)  Maximum  and  minimum  total  hours  of  window  service  for  APOs. 

(3)  Minimum  standards  for  mall  delivery  (Air,  SAM,  Surface,  Directory). 

(4)  General  constraints  on  other  service  provided  by  USAPC. 

(5)  Analyze  selected  activities  within  the  region  to  insure  compliance 
with: 

(1)  Host  Government  postal  agreements. 

(2)  Army  directives,  policies,  and  standards. 

(3)  Group  policy  and  standards. 

f.  Determines  all  transportation  schedules  affecting  more  than  one 

APU. 
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g.  Reviews  all  transportation  schedules  and  directs  changes  to 
minimize  transit  times  and  costs. 

h.  Reviews  suggestions  from  APUs  for  alternate  modes  of  transportation. 
Makes  recommendations  and  forwards  to  HQ,  USAPC. 

i.  Supervises  the  training  programs  of  assigned  units. 

j.  Performs  the  postal  function  for  HQ,  USAREUR  and  seventh  Army. 

3.  Programs  and  Resources  Division. 

a.  Controls  Group  resources:  budget,  manpower  and  equipment. 

b.  Receives  budget,  manpower,  and  equipment  allocations  from  HQ, 

USAPC.  Disburses  budget  to  APUs.  Identifies  excess  resources. 

c.  Receives  requirements  for  resources  from  APU  operations.  Identifies 
resources  for  allocation  from  within  Group  or  requests  changes  from  HQ, 
USAPC. 


d.  Advises  Group  operations  of  MACOM  plans  and  programs.  Accomplishes 
frequent  liaison  with  MACOM  offices  of  manpower  and  organization,  plans, 
and  civil  engineer  to  identify  changing  requirements  for  postal  service. 

4.  Audit  and  Inspections  Division. 

a.  Conducts  audits  as  required  by  HQ,  USAPC. 

b.  Directs  APUs  to  perform  assistance  visits  as  dictated  by  mission 
requirements. 

c.  Performs  assistance  visits  as  required  by  operations  or  inspections. 

5.  Administrative  Division. 

a.  Advises  and  assists  the  commander  in  administrative  matters. 

b.  Identifies  policies,  systems,  methods,  and  standardized  practices 
established  by  higher  authority  and  applicable  to  Group  administration. 

c.  Provides  staff  guidance,  assistance,  and  surveillance  over  lower 
echelons  in  areas  of  administration  responsibility. 

d.  Provides  all  administrative  support  for  the  office. 

e.  Monitors  assignments  of  all  postal  personnel  in  the  US  Army  Europe 
and  Seventh  Army  and  the  USAPGE-ME,  including  initial  assignments  of  those 
newly  arrived  in  USAREUR. 
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FUNCTIONAL  STATEMENT,  US  ARMY 
POSTAL  GROUP  FAR  EAST 


1.  Command 

a.  Exercises  command  and  control  over  assigned  APUs. 

b.  Manages  all  postal  activities  within  area  of  responsibility. 

c.  Provides  single  point  of  contact  for  all  MACOM  located  within  area 
of  responsibility. 

d.  Acts  for  the  Commander  USAPC  as  his  field  representative  within 
area  of  responsibility. 

2 .  Administrative  Division 

a.  Advises  and  assists  the  commander  in  administrative  matters. 

b.  Identifies  policies,  systems,  methods,  and  standardized  practices 
established  by  higher  authority  and  applicable  to  group  administration. 

c.  Provides  staff  guidance,  assistance,  and  surveillance  over  APU,  in 
areas  of  administrative  responsibility. 

d.  Performs  administrative  functions  for  the  Group  headquarters. 

3.  Operations  Division 

a.  Formulates  postal  policy  for  group  activities. 

b.  Identifies  requirements  for  budget,  manpower,  equipment  and  facilities 
Submits  these  requiremants  to  the  group  Programs  and  Resources  Division. 

c.  Further  defines  selected  HQ  USAPC  policies  to  make  them  applicable 
to  the  group. 

d.  Defines  standards  of  service  for  APUs  within  those  parameters  set 
up  by  HQ  USAPC.  Standards  should  Include: 

(1)  Maximum  and  minimum  total  hours  of  financial  service  for  APOs. 

(2)  Maximum  and  minimum  total  hours  of  window  service  for  APOs. 

(3)  Minimum  standards  for  mail  delivery  (Air,  SAM,  Surface,  Directory). 

(4)  General  constraints  on  other  services  provided  by  USAPC. 


e.  Analyzes  selected  activities  within  the  region  to  insure  compliance 
with: 

(1)  Host  Government  postal  agreements. 

(2)  Army  directives. 

(3)  USAPC  policies,  standards,  and  directives. 

(4)  Region  policy  and  standards. 

£.  Coordinates  all  transportation  schedules  affecting  more  than  one 
district. 

g.  Reviews  all  transportation  schedules  and  directs  changes  to  minimize 
transit  times  and  costs. 

h.  Reviews  suggestions  from  APUs  for  alternate  modes  of  transportation. 
Makes  recommendations  and  forwards  to  HQ  USAPC. 

i.  Performs  audits  as  required  by  HQ  USAPC. 

j.  Performs  assistance  visits  as  dictated  by  mission  requirements. 

k.  Directs  APUs  to  perform  assistance  visits  as  required  by  mission 
requirements. 

4.  Programs  and  Resources  Division 

a.  Controls  group  resources:  budget,  manpower  and  equipment. 

b.  Receives  budget,  manpower,  and  equipment  allocations  from  HQ  USAPC. 
Disburses  budget  to  APUs.  Identifies  excess  resources. 

c.  Receives  requirements  for  resources  from  group  operations.  Identifies 
resources  for  allocation  from  within  group  or  requests  changes  from  HQ  USAPC. 

d.  Advises  group  operations  of  MACOM  plans  and  program  action  documents. 
Accomplishes  frequent  liaison  with  MACOM  offices  of  the  Adjutant  General, 
operations,  and  engineers  to  identify  changing  requirements  for  postal  service. 
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FUNCTIONAL  STATEMENT 


USA  ARMY  POSTAL  GROUP  USA 


1.  Command 


a.  Exercises  command  and  control  over  assigned  activities. 

b.  Manages  all  postal  activities  within  area  served  by  the  United 
States  Postal  Service. 

c.  Provides  single  point  of  contact  for  all  MACOM  located  within 
area  of  responsibility. 

d.  Acts  for  the  Commander  USAPC  as  his  field  representative  within 
area  of  responsibility. 

2.  Operations  Division 

a.  Formulates  postal  policy  for  Group  activities. 

b.  Identifies  requirements  for  budget,  manpower,  equipment  and 
facilities.  Submits  these  requirements  to  the  Group  Programs  and 
Resources  Division. 

c.  Further  defines  selected  HQ  USAPC  policies  to  make  them  applicable 
to  the  region. 

d.  Defines  standards  of  service  for  subordinate  activities  within 
those  parameters  set  up  by  HQ  USAPC.  Standards  should  include: 

(1)  Maximum  and  minimum  total  hours  of  financial 
service  for  APOs  or  other  servicing  activities. 

(2)  Maximum  and  minimum  total  hours  of  window  service 
for  APOs  or  other  servicing  activities. 

(3)  Minimum  standards  for  mail  delivery  (air,  SAM,  surface, 
directory) . 

(4)  General  constraints  on  other  services  provided  by  USAPC. 

e.  analyzes  selected  activities  within  the  Group  to  insure  compliance 

with: 


(1)  Postal  agreements. 

(2)  Army  directives. 

(3)  USAPC  policies,  standards,  and  directives. 
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(4)  Group  policy  and  standards 


f.  Assures  audits  and  inspections  are  performed  as  required  by  HQ, 
USAPC. 

g.  Directs  or  performs  assistance  visits  as  dictated  by  mission 
requirements . 

h.  Coordinates  all  transportation  schedules  affecting  more  than  one 
unit,  installation,  etc. 

i.  Reviews  all  transportation  schedules  and  directs  changes  to 
minimize  transit  times  and  costs. 

j.  Reviews  suggestions  for  alternate  modes  of  transportation.  Makes 
recommendations  and  forwards  to  HQ  USAPC. 

k.  Provides  postal  technical  guidance  to  MACOM  and  installation  in 
geographic  area  of  responsibility. 

l.  Supervises  training  of  subordinate  active  Army  and  USAR  postal 
units . 

m.  Reviews  readiness  reports  of  subordinate  and  USAR  postal  units 
and  recommends  actions  to  correct  deficiencies. 

n.  Maintains  liaison  with  divisions,  separate  brigades,  and  other 
formations  not  subordinate  to  brigades,  and  other  formations  not 
subordinate  to  the  Group  to  assist  in  maintaining  readiness  of 
assigned  postal  elements. 

3.  Programs  and  Resources  Division 

a.  Controls  Group  resources:  budget,  manpower  and  equipment. 

b. '  Receives  budget  USAPC  manpower,  and  equipment  allocations  from  HQ. 
Disburses  budget  to  activities.  Identifies  excess  resources. 

c.  Receives  requirements  for  resources  from  Group  operations  division. 
Identifies  resources  for  allocation  from  within  Group  or  requests  changes 
from  USAPC. 

d.  Advises  Group  operations  of  MACOM  plans  and  programs.  Accomplishes 
frequent  liaison  with  MAJCOM  offices  of  manpower,  plans,  and  civil 
engineer  to  identify  changing  requirements  for  postal  service. 
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4.  Administrative  Division 


a.  Advises  and  assists  the  commander  in  administrative  matters. 

b.  Identifies  policies,  systems,  methods,  and  standardized  practices 
established  by  higher  authority  and  applicable  to  region  administration. 

c.  Provides  staff  guidance,  assistance,  and  surveillance  over  lower 
echelons  in  areas  of  administration  responsibility. 

d.  Provides  all  administrative  support  for  the  Group  headquarters. 

e.  Maintains  liaison  with  USAREC  and  units  and  installations  authorized 
elisted  postal  personnel  to  ensure  recruiting  standards  and  requirements 
are  met  within  parameters  of  Army  priorities. 
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ANNEX  E 


TESTING  OF  CURRENT  AND  MODEL  VERTICAL  ORGANIZATIONS 


After  the  current  organization  was  documented  and  a  model  vertical 
organization  developed,  their  capacities  to  fulfill  the  requirements  of 
the  criteria  for  an  effective  postal  organization  were  tested.  These 
tests  are  attached  as  appendices. 


2  Inclosures 

Appendix  1:  Test  of  the  Present  Organization 
Appendix  2:  Test  of  the  Vertical  Organization 


AMY  POSTAL  ORGANIZATION  STUDY: 
TEST  OF  THE  CURRENT  ORGANIZATION 


1.  REFERENCES : 

a.  DF,  DAAG-MAS,  10  January  1974,  subject:  Study  Directive,  Army 
Postal  Organization,  with  Inclosure  1. 

b.  Performance  standards  for  the  Army  postal  service  (reference  la). 

c.  DF,  DAAG-MAP,  23  September  1974,  subject:  Documentation  of  the 
Present  Organization. 

2.  PURPOSE:  This  document  tests  the  present  Army  postal  organization  against 
the  criteria  for  an  effective  postal  organization  and  analyzes  decision-making. 

3.  ATTACfWENTS :  The  analysis  is  presented  in  the  following  nine  inclosures. 

a.  Criterion  1:  Provide  prompt,  efficient  postal  services  to  the  soldier 
and  the  official  customer  based  on  service  purchased,  to  include  delivery  of 
mail,  postal  financial  services,  claims  assistance,  and  directorizing  mail. 

b.  Criterion  2:  Ensure  the  USPS  and  carriers  fulfill  transportation 
requirements . 

c.  Criterion  3:  Ensure  that  operating  APO's  are  equipped  at  USPS 
standards  for  garrison  operations  and  standards  to  be  established  for  field 
operations . 

d.  Criterion  4:  Ensure  that  operating  APO's  receive  postal  operating 
supplies  in  sufficient  quantity  and  on  time 

e.  Criterion  5:  Maintain  the  integrity  of  the  mails  in  accordance  with 
public  law  and  military  regulation. 

f.  Criterion  6:  Ensure  that  the  Army  postal  service  is  economically 
operated . 

g.  Criterion  7:  Provide  adequate  management  at  installation  level. 

h.  Criterion  8:  Assist  in  maintaining  STRAF  USAR  and  active  Army  units 
at  appropriate  readiness  levels. 

i.  Decision  analysis. 


APPENDIX  1 


E- 1—1 


* 


4.  CONCLUSIONS:  The  Army  postal  service  (APS)  requires  improvement  In 
the  following  areas: 

a.  Management  Indicators.  Much  of  the  data  Is  collected,  but  no 
systemic  approach  Is  taken  to  problem  identification  and  solution. 

A  basic,  Army-wide  set  of  Indicators  is  required. 

b.  Improvement  of  facilities  In  Europe  and  both  garrison 
and  field  equipment  Army-wide. 

c.  The  APS  does  not  have  any  comprehensive  involvement  in  personnel 
selection,  training,  and  assignment  for  soldiers  holding  MOS  71  F. 

d.  Postal  budgeting  is  limited  to  XDY  finding  with  transportation 
being  budgeted  and  contracted  for  by  non-postal  activities,  except  at 
HQDA  level,  where  the  PSD  is  involved  in  transportation  budgeting.  The 
APS  does  not  manage  its  intra-APO  transportation  in  overseas  areas. 

e.  Installation  administrative  services  in  the  area  of  mail  manage¬ 
ment  are  managed  at  the  local  level  with  some  intervention  by  the  MACOM  on 
an  exceptional  basis.  PSD  provides  regulatory  guidance. 

f.  Readiness  of  CONUS  Active  Army  and  USAR  postal  units  is  left  to 
FQRSCOM;  however,  few  of  these  units  are  actually  included  in  the  readi¬ 
ness  reporting  system. 

g.  Dec is ion-making  is  based  on  local  practices  which  do  not  provide 
systemic  means  of  identifying  problems  to  be  solved. 

5.  RECOMMENDATIONS:  The  following  should  be  included  in  the  Plans  and 
Programs  Division  FY  75  and  76  goals  program. 

a.  Develop  a  set  of  Army-wide  management  indicators  to  be  used  at  local, 
intermediate  command,  and  DA  levels. 

b.  Conduct  a  study  of  the  APO  postal  and  materials  handling  equip¬ 
ment  status  and  requirements  with  the  goal  of  equipping  the  APO's  at  the 
same  standards  the  USPS  equips  its  comparable  activities. 

c.  Coordinate  with  FORSCOM,  TRADOC,  USAREC,  MILPERCF  •'  DCSPER-DA 

to  develop  simple  procedures  which  will  Insure  that  PSD  t.  «  of  the 
current  situation  in  the  recruitment,  training,  and  assig: :»  postal 

personnel  and  assists  where  possible;  but,  without  interferli.6  *u  the 
operations  of  these  activities. 
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d.  Include  Inter  APO  mail  transport?' ion  costs  in  the  management 
indicator  system. 

e.  Determine  means  of  Improving  the  management  of  installation  ad¬ 
ministrative  services  as  they  apply  to  mail  management. 


f.  Coordinate  with  DCSOPS,  DA,  and  FORSCOM  to  provide  means  of 
monitoring  readiness  of  active  Army  and  USAR  postal  units,  with  the 


as  Lieutenant  Colonel,  AGC 


Project  Manager 


Provide  prompt ,  efficient  a.  Transit  times.  (1)  PSD.  TAGCEN.  Transit  times  are  surveyed 

postal  services  to  the  soldier  by  the  MMT's  and  results  reported  to  the 

based  on  service  purchased.  USPS  and  commands  concerned.  However, 

to  include  delivery  of  mail,  loss  of  the  2d  BPO  ends  this  capability 
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However,  the  inactivation  of  the  2d  BPO 
limited  the  unit  directorizatlon  (correction 


Surface  carrier  (1)  MMT  coordinate  with  USPS  officials 

performance  and  carriers.  When  ship  Is  availal 
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tions  use  their  judgment,  but  inspect 
regulations. 


(?)  Postal  budgeting  is  United  to  TDY  and 
operating  supplies  as  required. 
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ANALYSIS  OF  THE  DECISION-MAKING  PROCESS 


1.  General .  The  major  commands  use  basically  the  same  sources  of  In¬ 
formation.  These  are  unit  mail  room  Inspections,  triannual  Inspections,  ‘ 
correspondence  and  oral  communications  from  higher  and  lower  headquarters, 
reports  of  offenses  against  the  mail  and  annual  postal  Inspections.  This 
lnclosure  will  address  the  decision-making  process  of  each  major  command's 
postal  activities.  Decision-making  in  the  Postal  Services  Directorate 
(PSD),  TAGCEN  will  not  be  covered,  because  that  office  is  currently  (Sep¬ 
tember  1974)  undergoing  extensive  reorganization  and  redirection.  Thus, 
any  description  of  decision-making  in  PSD  would  soon  be  obsolete. 

2.  USAREUR. 


a.  There  is  no  systemic  means  of  ensuring  that  problems  are  identified. 

b.  The  Postal  Group  does  not  have  a  review  and  analysis  program.  ADP 
support  is  used  for  directory  rosters,  MOS  mismatch  rosters  (to  detect 
malassignment  of  enlisted  soldiers),  a  USPS-provlded  claims  roster  (to 
identify  units  with  increases  in  claims),  and  they  are  experimenting  with 
an  EES  claim  roster  (to  determine  trends  in  losses  and  damage). 

c.  Their  one  management  indicator  is  derived  from  mail  transit  surveys 
and  action  is  taken  by  the  Operations  Division  to  identify  and  correct 
slow  movement.  The  group  also  uses  a  rule-of-thumb  of  one  postal  clerk  to 
500  people  served  for  manpower  adjustments. 

d.  Problems  identified  during  triannual  inspections,  from  correspondence 
with  HQ,  DA,  and  APO's,  from  reports  of  recurring  unsatisfactory  mall  room 
inspections,  IG  reports,  and  complaints  are  addressed  by  the  appropriate 
divisions  within  the  group  headquarters  and  brought  to  the  attention  of  the 
group  commander  based  on  the  evaluation  of  the  division  chief.  Generally, 
the  group  commander  or  deputy  commander  sign  all  correspondence. 

e.  Policy-making  is  performed  only  at  the  group  headquarters  and,  when 
deemed  necessary,  coordinated  with  the  appropriate  HQ,  USAREUR,  staff  agency 
(e.g.  transportation).  Purely  postal  policy  decisions  are  made  within  the 
group  headquarters,  approved  by  the  commander,  and  presented  orally  to  the 
AG,  USAREUR. 

3.  Eighth  US  Army. 

a.  The  Staff  Postal  Officer  prepares  a  portion  of  the  headquarters 
quarterly  review  and  analysis  covering  postal  incidents  and  unsatisfactory 
quarterly  inspections. 
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b.  EUSA  performs  triannual  inspections.  Unsatisfactory  reports 
result  in  reinspections  within  thirty  days  and  assistance  visits  are 
made  before  the  reinspection.  The  EUSA  Adjutant  General  signs  all  un¬ 
satisfactory  reports  and  all  other  inspection  reports  go  to  him  for  in¬ 
formation. 

c.  HQ,  EUSA,  also  uses  reports  of  unsatisfactory  mail  room  inspections 
and  a  postal  claims  report  from  the  USPS  to  detect  problem  areas.  The 
Adjutant  General  is  informed  of  problems  detected  and  measures  taken  to 
correct  them.  In  regard  to  unsatisfactory  mail  room  reports,  the  require¬ 
ment  to  correct  deficiencies  contained  in  a  second  unsatisfactory  mail 
room  report  is  signed  by  The  Adjutant  General.  If  there  were  a  third 
unsatisfactory  report,  the  EUSA  Chief  of  Staff  would  sign  the  forwarding 
correspondence . 

d.  The  Staff  Postal  Officer  does  make  check-letter  studies  of  mail 
transit  times,  but  no  action  seems  to  result  from  these.  When  Headquarters, 
USARPAC,  was  in  charge  of  postal  operations,  copies  of  these  reports  were 
sent  to  that  headquarters. 

e.  Postal  policy  questions  are  limited  to  the  foregoing  and  Status  of 
Forces  Agreement  questions.  Postal  policy  is  usually  approved  by  the 
EUSA/USFK/UNC  Chief  of  Staff,  except  for  items  strictly  within  Army  purview 
which  The  Adjutant  General  approves.  However,  there  is  sufficient  cross¬ 
servicing,  especially  between  the  Air  Force  and  the  Army,  that  most  postal 
policy  matters  must  be  forwarded  to  the  Chief  of  Staff.  The  Adjutant  General 
is  responsible  for  Joint  postal  policy. 

f.  There  is  no  system  of  management  Indicators  and  ADP  support  is 
limited  to  an  alpha  roster  which  is  ised  for  directory  service. 

4.  USARJ  CHoushu  and  Okinawa) . 

a.  There  is  no  system  of  management  Indicators  and  there  is  no 
participation  in  a  review  and  analysis  program. 

b.  Okinawa  has  no  APO's  to  Inspect  but  does  Inspect  about  thirty  mall 
rooms  on  a  quarterly  basis.  A  second  failure  results  in  a  formal  report  to 
the  staff  postal  officer  who  requires  correction  by  the  offending  unit. 
Assistance  visits  are  made  when  serious  problems  are  developed.  Transit 
times  are  measured  by  test  cards  and  the  results  published  for  use  by 
patrons.  No  other  action  is  taken.  There  is  no  local  ADR  support. 

c.  On  Honshu,  quarterly  lntransit  times  are  used  to  determine  problem 
areas.  Reports  of  errors  in  make-up  and  disposition  of  mall  are  used  to 
determine  which  APO's  need  correction  or  assistance.  The  only  ADP  support 
available  is  the  SIDPERS  generated  directory  service  roster. 

d.  The  postal  operations  in  both  Okinawa  and  Honshu  are  rapidly 
shrinking  along  with  the  troop  populations  served.  Therefore,  postal 
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operations  are  snail  in  scope,  not  requiring  extensive  operational 
and  policy  decisions. 

5.  THAILAND  (not  visited). 

a.  US  Army  Support,  Thailand,  uses  a  monthly  postal  claims  and 
inquiries  report,  monthly  report  of  customs  violations  In  mail,  and  an 
ADP-generated  alpha  roster  for  locator  service. 

b.  The  Postal  Branch,  Personnel  and  Administrative  Activity,  operates 
one  APO  and  one  MAO  and  conducts  quarterly  unit  mailroom  inspections.  The 
Director  of  Postal  Operations  conducts  the  triannual  auldlts  and  inspections. 

6.  Other. 

a.  The  other  commands  are  responsible  for  mall  management  and  mailroom 
operations,  except  US ARAL,  which  operates  one  small  APO  at  Fort  Greely. 

They  conduct  formal  postal  Inspections  of  and  provide  staff  assistance  to 
installations,  divisions,  and  other  units.  These  inspections  cover  postal 
files  and  records,  training,  readiness,  mail  management,  and  unit  mailroom 
operations. 

b.  The  results  of  the  foregoing  Inspections  are  reviewed  by  the 
Director  of  Postal  Operations  and  The  Adjutant  General.  Follow-up  action 
is  then  taken. 
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ARMY  POSTAL  ORGANIZATION  STUDY: 

TESTING  OF  CENTRALIZED  AND  DECENTRALIZED  ORGANIZATIONS 


1.  REFERENCES: 

a.  Chapter  6,  FM  101*5. 

b.  DOD/USPS  Postal  Agreement,  2  February  1959. 

c.  DF,  DAAG-MAS,  10  January  1974,  subject:  Study  Directive,  Army 
Postal  Organization  (with  Inclosure  1) . 

d.  Criteria  for  an  effective  postal  organization  (Event  7,  Output  2 
of  reference  lc) . 

e.  DF,  DAAG-MAP ,  23  September  1974,  subject:  Postal  Organization 
Study:  Documentation  of  the  Present  System  (with  Inclosure  1). 

f.  DF,  DAAG-MAP,  27  September  1974,  subject:  Test  of  the  Present 
Organization  Against  the  Criteria  for  an  Effective  Postal  Organization 
(Event  26,  Postal  Organization  Study). 

g.  DF,  DAAG-MAP,  20  November  1974,  subject:  Proposed  Vertical 
Amy  Postal  Organization  (with  Inclosure  1) . 

2.  PURPOSE: 

To  analyze  the  proposed  vertical,  centralized  Army  postal  organization 
in  terms  of  performance  standards  (ref.  Id)  developed  during  Phase  I  of 
this  study.  The  report  of  a  similar  test  of  the  current  organization 
is  contained  in  reference  If. 

3.  THE  SITUATION,  ASSUMPTIONS,  AND  CONSIDERATIONS. 

a.  Current  situation:  TAG  exercises  DA  staff  supervision  over  the 
worldwide  Army  postal  system  through  the  Army  Postal  Directorate.  The 
director,  in  turn,  executes  TAG  staff  responsibility,  disseminates  Army 
postal  policy,  implements  postal  procedures,  develops  budgetary  information 
for  postal  transportation  and  official  mail  costs,  exercises  command 
control  over  two  CONUS  military  mall  terminals,  end  exercises  operational 
control  over  attached  base  post  offices.  Each  major  CONUS  and  overseas 
conmander  establishes,  staffs  and  controls  the  Army  postal  activities  in 
his  area.  MILPERCEN  supplies  operating  personnel  in  response  to  coomand 
requisitioning  and  the  USAIA  provides  formal  postal  training.  The 
organization  of  the  Army  postal  organization  has  existed  along  these 
lines  since  WW  II. 

b.  Assumptions. 
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(1)  Each  military  service  will  continue  to  operate  its  own  postal 
service. 

(2)  Policy  guidance  will  continue  to  emanate  from  DOD. 

(3)  An  organization  which  Increases  general  support  personnel 
requirements  for  postal  operations  probably  will  not  be  approved. 

c.  Considerations. 

The  major  DA  commands  have  varying  views  on  the  nature  of  a  desirable 
postal  organization;  e.g.,  USAREUR,  USARPAC,  and  FORSCOM  do  not  favor 
an  Army-wide,  vertical,  command-type  organization  while  TRADOC  and 
Eighth  Army  do  favor  such  an  organization. 

d.  Organizations  to  be  analyzed. 

(1)  Current  (ref .  If) . 

(2)  Army-wide,  vertical,  command-type  (ref.  lg). 

4.  ANALYSIS:  The  analysis  of  the  current  organization,  which  represents 
the  decentralized  organization  of  this  study,  is  contained  in  reference  If. 
The  analysis  of  the  vertical,  centralized  organization  (reference  lg)  is 
contained  in  Inclosure  1  to  this  document.  Subparagraphs  a  through  h, 
below,  compare  the  two  organizations  in  summary  form.  Subparagraph  i, 
below,  compares  the  decision-making  of  the  two  organizations  and 
subparagraph  j  compares  the  manpower  costs. 

a.  Criterion  1:  Provide  prompt,  efficient  postal  services  to  the 
soldier  and  the  official  customer  based  on  service  purchased,  to  include 
delivery  of  mall,  postal  financial  services,  claims  assistance,  and 
director lzlng  mail. 

(1)  A  centralized  organization  will  be  able  to  develop  a  world-wide 
postal  management  information  system  encompassing  transit  time  analysis, 
postal  incidents,  data  on  accuracy  in  preparation,  dispatch  of  mall  by 
APO,  and  cost-volume-route  analysis  to  Army  operated  or  contracted  surface 
transportation.  This  will  permit  the  establishment  of  standards  of 
service  and  means  for  measuring  the  achievement  of  these  standards. 
Currently,  no  part  of  the  Army  postal  service  has  such  a  system  and  such 
that  is  performed  is  locally  generated.  Thus,  management  information  is 
haphazard  from  an  Army-wide  point  of  view.  As  a  result,  the  quality  of 
coordination  with  and  prevention  of  duplication  by  the  other  services  is 
less  than  it  could  be. 

(2)  Finally,  centralized  coordination  and  direction  would  enhance 
the  effectiveness  of  the  Army  postal  service  in  areas  of  postal  operations 
and  host-tenant  relationships. 
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b.  Criterion  2:  Ensure  that  the  USPS  and  carriers  fulfill  requirements 
for  transportation, 

(1)  There  would  be  no  major  change  in  carrier  scheduling  since  this 
is  performed  by  the  United  States  Postal  Service  (USPS)  and  air  mall 
terminals  (AMT)  in  accordance  with  Civil  Aeronautics  Board  (CAB) 
regulations  and  public  law. 

(2)  The  area  of  surface  carrier  performance  is  one  which  might  need 
further  analysis  through  the  management  information  system  (MIS) , 
particularly  in  regard  to  transportation  of  mall  from  the  overseas 
ports  to  APOs. 

c.  Criterion  3:  Ensure  that  operating  APOs  are  equipped  at  USPS 
standards  for  garrison  operations  and  standards  to  be  established  for 
field  operations. 

(1)  This  is  an  area  in  which  the  present  decentralized  organization 
is  making  little  substantive  effort. 

(2)  The  centralized  organization  would  be  able  to  develop,  promulgate, 
and  enforce  the  necessary  programs  for  equipping  Army  postal  operating 
units  at  standards  (which  would  have  to  be  developed)  desirable  for 
garrison  and  field  operations.  A  centralized  organization  would  also 
develop  the  information  required  to  present  policy  proposals  in  this 
regard  to  DOD  and  the  other  services,  and  negotiate  with  the  USPS. 

(3)  A  DA  level  postal  command  would  be  in  a  better  position  to 
obtain  facilities  which  meet  at  least  minimum  standards  of  layout, 
attractiveness,  and  location  by  negotiating  support  agreements  with  the 
supported  commands  and  assisting  in  the  negotiating  of  support  arrangements 
with  local  commanders  or  obtaining  the  assistance  of  the  MACOM. 

d.  Criterion  4:  Ensure  that  operating  APOs  receive  postal  operating 
supplies  in  sufficient  quantity  and  on  time.  No  substantial  difference. 

e.  Criterion  5:  Maintain  the  integrity  of  the  mails  in  accordance 
with  public  law  and  military  regulation.  No  substantial  difference. 

However,  at  DA  level,  there  would  not  be  the  separation  of  the  postal 
staff  and  command  functions.  HQ,  US  Army  Postal  Command  would  also 
perform  the  DA  staff  function  for  postal  affairs,  including  mail 
management  which  is  an  administrative  services  function  at  installation 
level. 


f.  Criterion  6:  Ensure  that  the  Army  postal  service  is  economically 
operated. 

(1)  A  decentralized  organization  would  be  a  conglomerate  of  disparate 
organizational  arrangements  developed  by  individual  MACOM  to  meet  their 
perceived  needs.  The  postal  mission  is  world-wide  in  nature,  and  involves 
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the  management  of  transportation,  personnel,  equipment,  training,  and 
facilities.  It  Is  also  an  Identifiable  function  which  Is  susceptible 
of  systematizing  and  management  on  an  Army-wide  basis. 

(2)  A  centralized  organization  would  provide  a  uniform,  consistent 
philosophy  of  management  and  operations  which  would  be  Implemented  In 

a  coherent  manner,  based  on  comprehension  of  the  world-wide  structure 
and  operating  realities. 

(3)  A  centralized  organization  would  be  In  a  better  position  to 
evaluate  and  make  coherent  use  of,  or  respond  to,  the  product  of  activities 
such  as  the  GAO,  DOD  Comptroller  (Audit),  the  Army  Audit  Agency  and 

USFS  inspectors.  Currently,  the  attitude  toward  using  the  last  source 
of  assistance  varies  from  MACOM  to  MACOM. 

g.  Criterion  7:  Provide  adequate  management  at  installation  level. 
MACOM  supervision  of  their  installations  would  not  change. 

h.  Criterion  8:  Assist  In  maintaining  STRAF  OSAR  and  active  Army 
units  at  appropriate  readiness  levels. 

(1)  A  centralized  organization  would  be  responsible  for  the  readiness 
of  all  units  assigned  to  It.  Subordination  of  FORSCOM  units  to  a  postal 
command  might  be  undesirable  In  that  this  would  fragment  the  responsibility 
for  developing  deployment  lists  and  ensuring  maximum  responsiveness  to 
contingency  plans. 

(2)  Headquarters,  USAPC  would  still  have  a  DA  staff  responsibility 
to  monitor  the  readiness  of  active  Army  and  USAR  postal  units  and  offer 
assistance  when  appropriate. 

1.  Decision-making  (flow  charts  at  Inclosure  2). 

(1)  Basic  postal  operating  decisions  as  now  required  by  regulations 
will  not  change  much.  These  are  based  on  data  derived  from  Inspections 
and  audits  of  mallrooms,  accounts  of  custodians  of  postal  effects,  APOs, 
etc.  What  should  change  will  be  the  decision-making  in  regard  to  the 
overall  management  of  the  Army  postal  system. 

(2)  The  development  of  a  comprehensive  management  information  system 
with  action  or  decision  points  for  each  category  of  management  information 
will  cause  the  appropriate  level  headquarters  (group  or  USAPC)  to  take 
some  action  to  correct  deficiencies.  This  subject  is  developed  in  detail 
in  Inclosure  1. 

j .  Comparison  of  manpower  costs  (Inclosure  3) . 

(1)  Summary  (annual  costs) . 
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Officers 

Enlisted 

Civilians 

Totals 


Current  (Decentralized)  Centralized 


$  410,476 
265,512 
1.229.244 

$1,905,232 


$  576,360 
335,487 
1.279.338 

$2,191,185 


(2)  The  centralized  organization  personnel  costs  could  be  reduced  as 
follows,  leaving  a  net  cost  of  $1,905,001  (after  returning  $109,602  in 
personnel  spaces  to  FORSCOM  and  TRADOC  due  to  deletion  of  HQ,  USAPGUSA) . 


Delete : 


HQ,  USAPGUSA  $167,995 

From  NYMMT : 

Air  Mail  LcO,  02  14,759 

From  HQ,  USAPC: 

Ch,  Trans  Div,  05  26,513 

Admin  Supv,  E8  15,623 

Postal  Supv  Finance,  P&R  Div,  E8  15,623 
Postal  Officer,  P&R  Div,  GS-11  17,029 

Asst  Opns  Off,  Opns  Div,  GS-11  17,029 

Opns  NCO,  Opns  Div,  E7  13,296 

From  HQ,  USAPGFE: 

Ch,  Admin  Div,  03  18,677 

Postal  Off,  GS-9  14,125 

Clerk  Typist,  E4  8,005 

Postal  Opns  Off,  03  18,677 

Ch,  P&R  Div,  03  18,677 

Postal  Opns  Off,  02  14,759 

Admin  Spec,  E5  9,543 

Downgrade:  Admin  Off,  HQ,  USAPC,  to  GS-7  5.456 


TOTAL  $395,786 


(3)  Deletion  of  HQ,  USAPGUSA,  will  leave  the  major  commands  performing 
the  same  postal  functions  they  now  perform  in  the  USA. 

(4)  Deletion  of  Air  Mail  Liaison  Officer  from  MMT  occurs  anyway  upon 
movement  of  the  MMT  to  JFK  Airport. 

(5)  Deletion  of  the  positions  from  HQ,  USAPC,  is  feasible  on  the 
assumptions  that  the  deficiencies  in  the  Military  Automated  Mall  System 
will  have  been  corrected;  the  analytical  effort  in  the  Transportation 
Division  need  not  be  any  greater  than  now  performed,  except  as  Improved 
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by  better  automated  Information;  the  work  to  be  performed  by  the  postal 
officer,  Programs  and  Resources  Division,  can  be  absorbed  by  the  division 
chief  and  the  two  other  postal  officers;  the  work  of  the  assistant 
operations  officer  and  operations  NCO,  can  be  redistributed  within  the 
Operations  Division;  and  that  the  executive  officer  will  serve  as  chief 
of  the  Administrative  Division,  thus  freeing  the  administrative  officer 
to  perform  most  of  the  duties  that  would  have  been  performed  by  the 
administrative  supervisor. 

(6)  Deletion  of  positions  from  HQ,  USAPGFE,  will  result  In 
redistribution  of  work  within  the  headquarters,  and  use  of.  personnel 
assigned  to  subordinate  units  to  conduct  inspections  and  audits.  This 
will  reduce  the  Group  to  a  five  space  headquarters  for  APOs  in  Korea, 
Japan,  and  Thailand. 

(7)  Other  areas  of  personnel  savings  have  been  identified  by  the 
report  of  the  OASD  Comptroller  (Audit)  report  of  its  audit  of  the  military 
postal  system  in  Europe.  They  recommend  the  savings  of  approximately 
$200,000  to  the  Army  annually  in  personnel  costs  through  elimination  of 
the  Central  Postal  Directory  and  a  savings  of  approximately  305  personnel 
spaces  in  the  US  Army  Postal  Group,  Europe,  through  realignment  of 
transportation  operations,  consolidation  of  Army  and  Air  Force  bulk  mail 
handling  facilities,  suspension  of  the  requirement  for  mall  guards  on 
closed  body  trucks,  placing  TOE  equipment  in  depot  storage,  centralization 
of  supply  functions  for  postal  financial  operations,  and  reorganization 
from  postal  support  by  TOE  units  to  districts  engineered  for  their  mission 
based  on  workload  data. 

(8)  Currently,  DOD  is  evaluating  a  proposal  by  Boeing  Corporation, 
submitted  by  the  USAF,  to  authorize  contract  postal  operations.  The 
USPS  legal  opinion  is  that  this  is  permissable,  provided  the  post  office 
is  supervised  by  a  DOD  employee  (who  must  be  a  US  citizen) . 

5.  CONCLUSIONS: 

a.  The  vertical,  centralized  postal  command  is  more  appropriate  to 
the  US  Army  postal  service  and  can  be  achieved  at  no  increase  in  personnel 
costs .  However,  this  will  be  a  minimal  organization  at  the  group  and 
command  headquarters  levels,  thus  requiring  the  same  staff  support 
(comptroller,  transportation,  personnel,  etc.)  from  supported  commands 

as  is  now  received. 

b.  Major  deficiencies. 

(1)  Supported  commanders  do  not  control  their  supporting  postal 
operations.  However,  the  mission  of  the  supporting  postal  group  is  to 
fulfill  the  postal  needs  of  the  supported  commander  within  the  limits  of 
law  and  regulation.  This  situation  is  not  unusual  in  the  Army. 
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(2)  The  next  higher  headquarters  to  the  group  will  be  geographically 
resote.  However,  the  group  headquarters  is  staffed  with  sufficiently 
expert  and  senior  talent  to  overcome  this  objection,  as  far  as 
Implementation  of  DA,  DOD,  and  USPS  policy  is  concerned. 

(3)  Postal  units  will  be  only  attached  to  the  local  conmander  who 
may  not  adequately  support  them.  Support  is  inadequate  now.  Servicing 
agreements  negotiated  with  the  MACOM  will  establish  standards  for  support 
within  the  means  of  the  supported  commander.  Actual  Improvement  will 
depend  on  the  quality  of  coordination. 

(4)  Unless  DA  controls  personnel  assignments,  postal  positions  may 
not  be  properly  filled.  HQ,  USAPC  will  be  in  a  better  position  to 
influence  the  procurement,  training,  and  assignment  of  enlisted  personnel. 
Soldiers  arriving  in  a  MACOM  will  not  be  subject  to  diversion  by  the 
MACOM  due  to  proper  coding  of  their  orders  in  a  manner  similar  to  that 
for  ASA  soldiers.  This  would  be  covered  in  th^  support  agreement. 


3  Incl 

as  Lieutenant  Colonel,  AGC 

Project  Manager,  Postal 
Organization  Study 
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( 2 )  CONUS  MACOM  (e.g.,  FORSCOH  and 

TRADOC)  would  continue  to  provide 
limited  financial  services  (e.g., 
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Delivery  of  all  (1)  No  substantial  change  from  present 

mail.  or  other  organization  unless  cen¬ 

tralized  official  mail  processing 


centers  are  established  on  in¬ 
stallations  and  in  other  large 
activities,  and  become  activities  of 
the  USAPC.  However,  mailroom  opera¬ 
tions  are  an  administrative  services 
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Cateway  USPS  (1)  No  change.  MMT  personnel  observe 

operations.  consent  on  PCC,  AMF,  and  BMC 

operations  daily.  Floor  and  yard 
operations  are  observed  to  detect 
backlogs  or  failure  to  move  mail 


analysis  of  the  various  modes  of 
transportation  by  class  of  mail. 
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FLOW  OF  INFORMATION:  READINESS 
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Grand 

Total  $446 ,109  $167,995  $1,069,080  $189,043  $158,456  $160,502 
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REPORT  OS  THE  AUDIT  OF  THE 
MILITARY  POSTAL  SYSTEM  IK  EUROPE 


PART  I 


Summary  of  Audit 

The  audit  was  made  to  evaluate  the  effectiveness  and  efficiency  of  the 
overall  management  of  the  Military  Postal  System  in  the  European  theater. 
During  FY  1$74,  the  Military  Postal  System  transportation  and  personnel 
costs  were  $130  million  and  receipts  from  postage  sales  were  $36  million 
worldwide. 

The  Military  Postal  System  is  an  extension  of  the  U.S.  Postal  Service 
beyond  the  boundaries  of  U.S.  sovereignty.  Operations  of  the  Military 
Postal  System  are  governed  by  an  agreement  between  DoD  and  the  U.S. 

Postal  Service  and  regulations  and  policies  in  the  U.S.  Postal  Service. 
The  Assistant  Secretary  of  Defense  (Installations  and  Logistics)  is 
responsible  for  the  development,  coordination,  and  promulgation  of  DoD 
policy  and  guidance  related  to  the  coordination  of  military  mail  trans¬ 
portation  and  service  matters.  The  Military  Postal  System  in  the 
European  theater  consisted  of  three  separate  postal  organizations,  one 
each  for  the  Army,  Navy,  and  Air  Force.  Each  of  the  Military  Services 
had  separate  command  structures,  manning  policies,  and  implementing 
regulations  for  postal  operations. 

Our  review  at  selected  military  postal  activities  in  Germany  showed  that 
the  processing,  dispatch,  and  delivery  of  mail  was  being  accomplished  in 
an  effective  and  timely  manner.  Mail  received  by  military  airmail  ter¬ 
minals  from  U.S.  commercial  airlines  for  addresses  in  Germany  was,  in 
most  cases,  dispatched,  processed,  and  delivered  to  the  addressee  within 
24  hours.  Similar  service  was  provided  for  mail  destined  to  CONUS  from 
military  activities  in  Germany.  Mail  was  normally  delivered  to  U.S. 
commercial  airlines  for  movement  to  CONUS  within  24  hours  of  the  time 
it  was  received  by  the  military  postal  activities.  Exceptions  to  this 
condition  included  remote  locations,  weekend  mail,  and  the  Christmas 
mailing  period.  A  transit  time  survey  for  mail  movements  among  Army, 
Navy,  and  Air  Force  activities  within  Germany  also  showed  that  75  per¬ 
cent  of  the  letters  were  delivered  to  the  addressee  within  1  or  2  days. 
The  average  transit  time  for  all  letters  included  in  our  survey  was 
2.4  days.  This  represented  outstanding  service  considering  the  volume 
of  mail  handled  and  the  number  of  locations  serviced  by  the  Military 
Postal  System  in  Germany.  Our  review  indicated,  however,  that  signif¬ 
icant  opportunities  existed  for  economies  in  postal  operations  without 
adversely  affecting  existing  service. 

The  mission  assigned  to  the  U.S.  Army  Postal  Group,  Europe  could  be 
accomplished  with  substantially  less  personnel  through  the  restructuring 
of  the  organization,  elimination  of  nonpostal  functions,  and  application 
of  definitive  workload  manning  standards.  Our  detailed  review  at 
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five  Army  postal  detachments  disclosed  potential  savings  of  115  person¬ 
nel  valued  at  about  $1  million  annually.  Based  on  the  detailed  review, 
we  projected  savings  of  305  personnel  valued  at  about  $3  million  a  year 
for  the  Army  Postal  Group.  The  actual  manpower  savings  would  be  depen¬ 
dent  upon  the  development  and  implementation  of  a  workload  measurement 
standard.  (Page  6) 

The  consolidation  of  bulk -mail  operations  of  the  Army  and  Air  Force  in 
the  Frankfurt  area  could  result  in  savings  of  about  $1  million  a  year 
in  personnel  costs.  The  routing  of  intransit  mail  through  one  activity 
rather  than  the  existing  two  activities  would  also  improve  postal  opera¬ 
tions  and  utilization  of  facilities.  (Page  12) 

DoD  members  and  their  dependents  were  using  airmail  postage  for  per¬ 
sonal  mail  when  substantially  the  same  service  could  be  obtained  at 
lower  cost  through  the  use  of  first-class  mail  for  letters  and  parcel 
airlift  (PAL)  for  packages.  The  use  of  first-class  and  PAL  modes 
results  in  postage  savings  to  the  member  of  from  23  to  63  percent  and 
savings  in  DoD  transportation  costs  of  65  percent  over  that  required 
for  airmail  letters  and  packages.  For  mail  moving  through  the  Frankfurt 
Air  Mail  Terminal,  we  estimated  that  DoD  expended  about  $1  million  in 
FY  1974  for  the  transportation  of  airmail  letters  and  packages  to  CONUS 
that  qualified  for  airlift  as  either  first  class  or  PAL.  (Page  16) 

The  U.S.  Postal  Service  realized  substantial  revenues  from  postage 
paid  for  intratheater  personal  mail  in  Europe  although  DoD  provided  all 
of  the  service.  We  estimated  that  postage  revenues  applicable  to  intra¬ 
theater  personal  mail  amounted  to  about  $500,000  annually.  All  costs 
associated  with  the  processing  and  transportation  of  such  mail  were 
borne  by  the  Military  Services.  (Page  19) 

Mail  and  courier  material  transported  by  the  A  my  in  Southern  Germany 
by  foreign  rail  could  be  moved  by  alternate  means  at  a  substantially 
lower  cost.  We  estimated  potential  savings  of  $180,000  annually 
through  the  use  of  U.S.  military  trucks  in  lieu  of  rail.  (Page  20) 

U.S.  Army  Postal  Group  detachments  had  on  hand  or  on  order  tactical 
trucks  and  trailers  valued  at  about  $1  million.  Our  review  showed, 
however,  that  commercial  design  vehicles  were  used  almost  exclusively 
by  the  postal  detachments  for  the  movement  of  mail.  In  addition,  the 
postal  detachments  were  authorized  about  $100,000  of  warehouse  vehicles 
for  which  no  current  or  future  requirements  existed.  These  warehouse 
vehicles  were  either  in  storage  or  on  loan  to  other  Army  units.  (Page  22) 

The  U.S.  Army  Postal  Group,  Europe  could  save  about  $200,000  annually 
in  personnel  costs  through  elimination  of  the  Central  Postal  Directory. 

The  functions  performed  by  the  Directory  could  be  assumed  by  other  Army 
postal  activities  without  any  adverse  impact  on  the  postal  service. 

(Page  24) 
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Discussion  of  Report 

Copies  of  the  draft  report  were  provided  to  and  discussed  with  officials 
of  the  Assistant  Secretary  of  Defense  (installations  and  Logistics);  U.S. 
Army  Postal  Services  Directorate,  Office  of  the  U.S.  Army  Adjutant  General; 
Commander-in-Chief ,  U.S.  Army,  Europe;  Commander-in-Chief,  U.S.  Air  Forces, 
Europe;  and  Commander,  U.S.  Air  Force  Europe-Mid  East  Postal  and  Courier 
Region.  U.S.  Army  officials  deferred  submission  of  comments  on  the  draft 
report  pending  the  completion  of  a  detailed  evaluation  of  the  audit 
findings  and  recommendations,  because  implementation  of  the  audit  recom¬ 
mendations  would  have  far-reaching  implications  upon  Army  postal  operations 
in  Europe.  The  Army  evaluation  was  scheduled  to  be  completed  by  March  31, 
1975-  Detailed  comments  by  the  Headquarters,  U.S.  Air  Force  Europe-Mid 
East  Postal  and  Courier  Region  on  Finding  C  are  presented  in  Part  II  of 
this  report  after  the  applicable  finding  and  recommendations. 


Prank  R.  Rato  v 


Frank  S.  Sato 
DeputyAssistant  Secretary  of  Defense 
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REPORT  ON  THE  AUDIT  OF  1HE 
MILITARY  POSTAL  SYSTEM  IN  EUROPE 


Introduction 


Under  the  provisions  of  DoD  Instruction  5118.4,  dated  March  19»  1970, 
we  performed  an  audit  of  the  Military  Postal  System  in  the  European 
theater. 

Title  39,  U.S.  Code,  Section  4o6,  authorized  the  establishment  and 
operation  of  the  Military  Postal  System  as  an  extension  of  the  U.S. 
Postal  Service  to  provide  postal  services  for  DoD  personnel  in  those 
overseas  areas  where  the  U.S.  Postal  Service  was  not  authorized  to 
operate  or  when  military  considerations  required.  DoD  Directive  4635-1 
provided  policy  and  procedural  guidance  for  the  implementation  of  the 
provisions  of  39  USC  406.  The  Directive  required  that  the  Military 
Postal  System  be  organized  and  managed  to  assure  optimum  responsiveness, 
efficiency,  and  economy  in  the  transmission  of  official  and  personal 
mail  in  support  of  the  Defense  mission. 

In  accordance  with  DoD  Directive  4635.1  and  with  the  approval  of  the 
U.S.  Postal  Service,  the  Military  Services  have  established  Army  Post 
Offices,  Air  Post  Offices,  and  Fleet  Post  Offices  as  numerically  desig¬ 
nated  branches  cf  a  U.S.  Post  Office;  activated,  manned,  and  operated 
by  the  Military  Services  to  provide  postal  services  to  authorized 
organizations  and  personnel.  In  FY  1974,  the  DoD  Postal  System  trans¬ 
portation  and  personnel  costs  were  about  $130  million  and  receipts  from 
postage  sales  were  $36  million. 

The  staffing  and  operating  ac.tivities  of  the  Army,  Navy,  and  Air  Force 
postal  organizations  in  the  European  theater  were  as  follows  at  the 
outset  of  FY  1975- 


Army 

Navy 

Air  Force 

Authorized  Manning 

Headquarters 

30 

0 

Airmail  Terminals 

2/ 

0 

164 

Post  Offices 

1,149 

107 

338 

Totals 

hm 

107 

222 

Postal  Activities 

Airmail  Terminals 

6 

0 

8 

Post  Offices 

120 

26 

85 

1 /  Includes  Headquarters,  Europe-Mid  East  Region  and  six  district  offices. 

2 /  Army  did  not  have  separate  authorizations  for  airmail  terminals;  however, 
less  than  20  man-years  of  effort  were  involved  in  operations  of  the 
airmail  terminals. 
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Our  audit  consisted  of  an  examination  of  the  manpower  and  organizational 
structure  of  the  Military  Service  postal  activities,  adequacy  of  the 
postal  services  provided  to  DoD  activities  and  personnel.  Operational 
reports,  manning  authorizations,  equipment  allowances,  organizational 
structure,  facilities,  and  transportation  routes  and  modes  were  reviewed 
to  the  extent  necessary.  We  sampled  mail  handled  at  selected  postal 
activities  to  determine  the  volume  of  mail  by  class  and  amount  of  intra¬ 
theater  mail.  We  also  conducted  transit  time  surveys  between  various 
locations  to  determine  the  adequacy  of  service.  Ihe  Headquarters  and 
operating  activities  contacted  during  the  audit  are  listed  in  Appendix  A. 


PART  II  -  FINDINGS  AND  RECOMMENDATIONS 


A.  Organization  of  U.S.  Army  Postal  Group,  Europe 

The  mission  assigned  to  the  U.S.  Army  Postal  Group,  Europe  could 
be  accomplished  with  substantially  less  personnel  through  the  restruc¬ 
turing  of  the  organization,  elimination  of  nonpostal  functions,  and- 
application  of  definitive  workload  manning  standards.  Our  detailed 
review  at  five  Army  postal  detachments  disclosed  potential  savings  of 
115  personnel  valued  at  about  $1  million  annually.  Based  on  the 
detailed  review,  we  projected  savings  of  305  personnel  valued  at  about 
$3  million  a  year  for  the  Army  Postal  Group.  The  actual  manpower 
savings  would  be  dependent  upon  the  development  and  implementation  of 
a  workload  measurement  standard. 

Command  responsibility  for  the  Army  Postal  Group  was  transferred 
on  January  1,  1974,  from  the  U.S.  Theater  Army  Support  Command  to  the 
Office  of  the  Adjutant  General,  Headquarters,  U.S.  Army,  Europe.  The 
Army  Postal  Group  consisted  of  a  headquarters  element  and  18  postal 
detachments,  and  was  authorized  969  personnel  at  July  1,  1974,  as 
follows : 


Military _  Civilians 


Officer 

Enlisted 

U.S. 

Other 

Total 

Headquarters 

8 

14 

7 

1 

30 

Postal  Detachments 

4l 

11 

62 

939 

Total 

839 

18 

In  addition  to  the  command  and  control  responsibility  for  the 
18  subordinate  postal  detachments,  the  Army  Postal  Group  had  technical 
supervision  responsibilities  for  postal  organizations  assigned  to 
four  U.S.  Army  divisions  in  Germany:  Berlin  Command;  Southern  European 
Task  Force;  Sinops,  Turkey;  U.S.  Army  Depot,  Burtonwood,  United  Kingdom; 
and  a  North  Atlantic  Treaty  Organization  Support  Group.  The  authorized 
strength  of  these  postal  units  was  210. 

The  staffing  of  the  Army  Postal  Group  detachments  was  based  on  man¬ 
ning  guidance  in  the  Table  of  Organization  and  Equipment  (TO&E)  12-550H 
Postal  Service  Organization  which  was  structured  based  on  tactical  con¬ 
siderations.  This  TO&E  listed  the  types  of  functional  teams  required 
for  a  field  postal  unit  and  the  number,  grades,  and  specialities  of  mil¬ 
itary  personnel  required  for  each  team  or  unit.  These  units  were  not 
combat  support  units,  but  rather  administrative  service  support  units. 
During  wartime,  direct  postal  support  for  tactical  units  would  be  the 
responsibility  of  the  divisional  postal  activities.  The  responsibili¬ 
ties  of  the  units  would  be  restricted  to  the  rear  support  areas.  We 
concluded  that  the  staffing  guidance  contained  in  TO&E  12-550H  was 
inappropriate  for  the  peacetime  operations  of  the  18  postal  detachments- 
in  the  European  theater. 
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The  postal  units  were  staffed  to  support  a  peacetime  population 
composed  of  military,  U.S.  civilians,  and  dependents.  Unit  size  varied 
based  on  the  population  served.  The  manning  requirements  of  units  would 
drop  significantly  during  wartime  because  of  the  reductions  in  the  volume 
of  mail  and  financial  services  and  an  increase  in  the  man-hours  worked 
per  week.  We  found  that  population  served  was  not  a  realistic  criterion 
or  standard  for  determining  manpower  requirements  for  postal  units.  .  The 
organization  of  postal  detachments  on  a  functional  or  mission-oriented 
basis  and  staffing  of  postal  detachments  based  on  workload  requirements 
would  be  more  appropriate  and  cost  effective  for  peacetime  operations. 

Air  Force  postal  activities  in  the  European  theater  were  organized  Ln 
such  a  manner. 

The  U.S.  Air  Force  Postal  and  Courier  Service  organization  in 
Europe  was  structured  into  a  European-Mid  East  Region  headquarters, 
district  offices,  airmail  terminals,  and  operating  locations.  Admin¬ 
istrative  overhead  in  the  organization  was  concentrated  in  the  head¬ 
quarters  and  district  offices.  In  contrast,  the  Headquarters  of  the 
Army  Postal  Group  in  Europe  and  each  of  its  18  postal  detachments  had 
administrative  positions.  Some  of  the  detachments  Were  located  within 
a  few  miles  of  each  other.  The  consolidation  of  the  administrative 
elements  of  two  or  more  Army  postal  detachments  within  a  general  geo¬ 
graphic  area  under  a  district  or  regional  office  would  reduce  admin¬ 
istrative  overhead. 

Manning  requirements  for  the  Air  Force  district  offices,  airmail 
terminals,  and  operating  locations  were  based  on  workload  standards 
developed  by  U.S.  Air  Force  Management  Engineering  Teams.  The  same 
standards  were  used  worldwide.  These  workload  standards  gave  consid¬ 
eration  to  nonproductive  time  such  as  leave,  training,  and  special 
absences,  and  to  the  following  workload  indicators: 

District  offices 

1.  Number  of  mail  terminals  in  distric" 

2.  Number  of  post  offices  in  district 

3.  Authorized  strength  for  district 

Mail  Terminals 


1.  Volume  of  working  mail 

2.  Volume  of  intransit  mail 

3.  Number  of  shifts  worked  daily 

Operating  Locations  (Post  offices) 

1.  Volume  of  financial  operations 

2.  Volume  of  mail  processed 
3-  Volume  of  registered  mail 
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We  consolidated  five  Army  Postal  Group  detachments  into  two  hypo¬ 
thetical  regions  and  applied  the  Air  Force  workload  standards  to  compute 
the  manning  requirements  for  these  two  regions.  The  results  of  our 
analysis  are  shown  below: 


Manning 


Per 

Per  AF 
Workload 

Potential  Savings 

TO&E 

Standards 

Number 

Percent 

Region  A 

112 

62 

50 

44.6 

Region  B 

124 

129 

Jl 

33.5 

Ek 

m 

m  Ed 

Our  audit  tests  at  two  other  Army  detachments  disclosed  similar 
opportunities  for  reductions  in  authorized  strength.  Based  on  our 
review  of  the  five  postal  detachments,  we  projected  total  potential 
savings  of  305  personnel  spaces  in  the  Army  Postal  Group.  The  actual 
number  of  personnel  reductions  would  be  dependent  upon  the  development 
and  implementation  of  a  workload  measurement  system  and  the  development 
and  application  of  definitive  workload  manning  standards. 

The  Army  postal  detachments  were  not  required  to  submit  periodic 
reports  on  workload  data.  Therefore,  we  developed  workload  data  from 
information  available  at  the  postal  detachments  we  visited.  For 
example,  mail  manifests  were  prepared  for  all  mail  moved  between  and 
within  postal  detachments.  Although  the  mail  manifests  provided  a 
column  for  the  weight  of  the  mail,  this  column  was  rarely  completed  by 
the  Army  detachments.  Using  probability  sampling  techniques,  we  deter¬ 
mined  that  the  average  weight  of  a  unit  of  mail  (sack,  pouch,  or  out- 
sized  parcel)  handled  was  23.3  pounds. 

In  the  application  of  the  workload  standards,  we  allowed  for 
differences  in  the  operations  of  Army  and  Air  Force  Post  Offices. 
Generally  the  mail  processing  and  financial  services  of  Air  Force 
Post  Offices  were  located  at  one  location  on  an  installation.  The 
Army  detachments  usually  provided  financial  services  at  several 
locations.  Therefore,  we  provided  additional  manpower  spaces  for 
the  Army  detachments  in  our  computations  because  of  the  separation 
of  operating  locations.  We  also  provided  additional  manpower  require¬ 
ments  in  the  Army  detachments  for  such  functions  as  unit  mailroom 
inspectors,  drivers,  and  mail  locator  personnel.  The  breakdown  of 
incoming  official  mail  and  the  preparation  of  outgoing  official  mail 
was  accomplished  by  base  distribution  centers  at  Air  Force  installa¬ 
tions.  These  base  distribution  centers  were  not  part  of  the  Air  Force 
Post  Office.  The  processing  of  official  mail  in  the  Army  was  performed 
by  the  postal  detachments.  We  noted,  however,  that  the  reduced  work¬ 
load  for  official  mail  in  the  Air  Force  was  more  than  offset  by  the 
lesser  workload  in  the  Army  for  personal  mail.  In  the  Air  Force, 


personal  mail  was  sorted  and  placed  in  separate  mailboxes  assigned  to 
each  member.  Hie  breakdown  and  delivery  of  personal  mail  by  individual 
members  in  the  Army  was  accomplished  by  several  hundred  unit  mailclerks. 
These  unit  mailclerks  were  not  included  in  the  manpower  authorization 
of  the  postal  detachments. 

Our  projection  of  estimated  manning  requirements  was  predicated  on 
the  reorganization  of  the  Army  Postal  Group  as  previously  discussed  and 
implementation  of  the  following  actions: 

1.  Termination  of  the  Frankfurt  to  Munich  train  run  that  woulfi 
enable  three  Army  postal  detachments  to  eliminate  a  third  work  shift 
and  possibly  save  14  spaces.  (See  Finding  E. ) 

2.  Rearrangement  of  truck  runs  between  two  detachments  we  visited 
and  Frankfurt  Air  Mail  Terminal  would  eliminate  requirement  for  one 
extra  shift  at  both  detachments  and  permit  savings  of  about  12  spaces. 

3.  Suspension  of  Army  Postal  Group  requirement  for  mailguards  on 
closed -body  trucks.  The  Air  Force  had  discontinued  use  of  mailguards 
on  mail truck  runs.  Trucks  are  locked  and  sealed  and  the  drivers  sign 
for  the  mail.  Our  audit  tests  at  four  Army  postal  detachments  showed 
that  about  11  man-years  or  5  percent  of  the  authorized  staff  was  involved 
in  mailguard  duties.  About  3  of  the  11  man-years  involved  mailguards  on 
mailtruck  runs  where  the  driver  was  a  foreign  national.  Hie  mailguard 
position  on  such  runs  could  be  converted  to  a  military  driver  in  lieu  of 
a  foreign  national  driver.  Potential  savings  through  the  elimination  of 
mailguards  would  be  about  45  spaces. 

4.  The  placement  of  TO&E  equipment  not  required  for  peacetime 
requirements  in  depot  storage.  This  would  permit  the  recoupment  of 
13  positions  at  the  five  Army  postal  detachments  we  visited. 

5.  Elimination  of  Custodians  of  Postal  Effects  in  postal  detach¬ 
ments  and  centralization  of  supply  functions  for  stamps  and  money  orders 
and  monitoring  of  fixed  credits  at  Headquarters,  Army  Postal  Group  or 
CONUS.  The  Air  Force  has  one  activity  located  in  CONUS,  with  a  staff 
of  nine  personnel,  which  provides  accountable  postal  supplies  and  equip¬ 
ment  and  operating  supplies  for  all  Air  Force  postal  units.  This  would 
permit  the  Army  to  recoup  24  positions. 

6.  Consolidation  of  local  truck  runs  at  one  Army  postal  detach¬ 
ment  included  in  our  review.  Three  trucks  were  dispatched  each  weekday 
morning  to  three  locations  serviced  by  the  postal  detachment.  Hie 
three  outlying  locations  were  within  31  miles  of  the  postal  detachment. 
The  trucks  and  drivers  remained  at  these  locations  until  the  completion 
of  the  workday  and  then  returned  to  the  postal  detachment.  Hie  trucks 
and  drivers  were  not  on  the  TO&E  of  the  postal  detachment.  Consolidation 
of  these  truck  runs  would  result  in  reduction  of  requirements  for 

two  trucks  and  two  drivers. 
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The  proposed  postal  regions  should  remain  under  the  direct  comnand 
and  control  of  Headquarters,  Army  Postal  Group,  Europe.  The  nature  of 
postal  operations  necessitates  that  management  be  provided  bn  a  system 
basis  to  effect  timely  and  efficient  movement  of  mail.  We  believe  that 
the  diffusion  of  management  control  over  Army  postal  operations  in 
Europe  under  various  commands  results  in  a  layering  of  manpower 
resources  and  a  degradation  of  mail  service.  For  this  reason,  all  non- 
divisional  postal  operations  should  be  under  the  direct  command  and 
control  of  Headquarters,  Army  Postal  Group,  Europe.  , 

During  our  review,  we  noted  two  problem  areas  that  had  an  adverse 
impact  upon  the  efficiency  and  effectiveness  of  Army  postal  operations 
at  selected  locations.  These  problems  included  excessive  downtime  of 
postage  meter  machines  and  inadequate  facilities.  Our  inspection  of 
two  major  Army  mail  processing  points  -  Patton  Barracks  and  Wallace 
Barracks  -  showed  that  the  assigned  facilities  were  too  small  for  the 
efficient  processing  of  mail.  The  crowded  working  conditions  had  an 
adverse  impact  upon  the  morale  and  efficiency  of  postal  employees. 

Efforts  by  the  Army  Postal  Group  to  justify  requests  for'  larger  facil¬ 
ities  had  been  hindered  by  the  lack  of  Army  standards  on  the  floor 
space  required  to  support  a  given  volume  of  mail  and  provide  related 
services.  The  use  of  postage  meters  contributed  to  more . efficient  and 
faster  customer  service.  Many  of  the  postage  meter  machines  on  hand 
at  the  postal  detachments  we  visited  were  old  and  unreliable;  some 
meters  were  25  years  old.  As  a  result,  the  meters  required  frequent 
repairs.  Since  the  machines  had  to  be  returned  to  the  U.S.  Postal 
Service  in  CONUS  for  repairs,  the  postal  detachments  were  without 
meter  machines  for  extended  periods  of  time.  At  one  location  we 
visited,  all  three  of  the  authorized  postage  meter  machines  were  in 
CONUS  for  repairs. 

Recommendations .  For  the  Adjutant  General,  Department  of  the  Army, 
we  recommend  that: 

1.  A  workload  measurement  system  be  established  for  postal  operations. 

2.  Nondivi sional  postal  units  be  manned  for  peacetime  operations  and 
engineered  workload  standards  be  developed  and  utilized  for  the  manning 
of  those  functions  required  for  efficient  and  effective  postal  services. 

3.  Rescind  the  requirement  for  mailguards  on  closed-body  trucks 
except  for  high-value  shipments. 

4.  Accountable  postal  supply  operations  be  consolidated  at 
Headquarters,  U.S.  Army  Postal  Group,  Europe  or  in  CONUS. 

5.  Assistance  be  provided  to  Headquarters,  U.S.  Army  Postal  Group, 
Europe  in  obtaining  new  postage  meter  machines  from  the  U.S.  Postal 
Service  to  replace  wornout  machines. 


6.  Floorspace  st-  idards,  based  on  mail  workload,  be  established 
for  Army  postal  operations. 

Recommendations .  For  the  Commander-in-Chief,  U.S.  Army,  Europe, 
we  recommend  that: 

1.  U.S.  Army  Postal  Group,  Europe  be  realigned  into  regions  to 
reduce  administrative  overhead. 

2.  TO&E  equipment  not  required  for  peacetime  operations  be 
placed  in  depot  storage. 

3*  Mailtruck  routes  be  reviewed  to  identify  trips  that  can  be 
consolidated  or  eliminated. 

4.  All  nondivisional  postal  units  be  placed  under  the  direct 
command  and  control  of  Headquarters,  U.S.  Army  Postal  Group,  Europe. 


B.  Consolidation  of  Army  and  Air  Force  Bulk-Mail  Operations 

The  consolidation  of  bulk-mail  operations  of  the  Army  and  Air  Jbrce 
in  the  Frankfurt  area  could  result  in  savings  of  about  $1  million  a  year 
in  personnel  costs.  The  routing  of  intransit  mail  through  one  activity 
rather  than  the  existing  two  activities  would  also  improve  postal  opera¬ 
tions  and  utilization  of  facilities. 

Mail  originating  in  CONUS  for  oversea  addresses  was  sorted,  sacked 
and  labeled  by  U.S.  Postal  Service.  Similarly,  mail  from  Europe  to  CONUS 
was  sorted  and  sacked  by  Army  and  Air  Force  postal  units  in  Europe  and 
labeled  for  the  appropriate  U.S.  Postal  Service  regional  postal  center 
in  CONUS.  Mail  eligible  for  airlift  was  processed  through  military  air¬ 
mail  terminals  located  in  oversea  areas.  Since  the  majority  of  the  mail 
received  by  airmail  terminals  had  been  presorted  by  other  postal  activ¬ 
ities,  it  was  normally  transshipped  to  other  postal  activities  in  the 
same  form  as  it  was  received.  In  essence,  the  airmail  terminals  were 
bulk  mail-handling  facilities  for  mail  intransit  between .postal 
activities. 

The  Frankfurt  Air  Mail  Terminal  was  one  of  eight  airmail  terminals 
operated  by  the  Europe-Mid  East  Region  of  the  U.S.  Air  Force  Postal  and 
Courier  Service.  Terminal  operations  were  located  in  a  leased  building 
at  the  Frankfurt  International  airport.  The  annual  cost  of  the  leased 
building  was  about  $120,000.  The  terminal  was  the  largest  in  the 
European  theater  and  handled  about  48  million  pounds  of  mail  annually 
or  about  86  percent  of  the  mail  handled  by  military  airmail  terminals 
in  Germany.  Authorized  staffing  for  the  terminal  was  60  military  and 
civilian  personnel. 

At  Offenbach,  about  13  miles  from  the  terminal,  the  228th  Postal 
Company  of  the  Army  Postal  Group,  Europe  operated  a  major  mail  facility. 
The  228th  provided  both  general  and  direct  support  postal  service.  The 
general  support  mission  included  the  processing  of  intransit  air  and 
surface  bulk  mail,  redistribution  of  intratheater  intransit  mail  and 
the  operation  of  the  U.S.  Army,  Europe  International  Exchange  Office. 

Ihe  direct  support  mission  consisted  of  normal  Army  Post  Office  finan¬ 
cial  operations  for  authorized  individuals  and  organizations  in  the 
greater  Frankfurt  area.  Hie  authorized  staffing  of  the  228th  for  the 
general  and  direct  support  functions  was  114  and  45  personnel,  respec¬ 
tively.  In  addition,  the  228th  maintained  a  small  installation  for 
the  billeting  and  messing  of  assigned  military  personnel.  The  operation 
of  the  casern  and  related  functions  required  32  military  and  5  civilian 
personnel. 

During  the  3-month  period  ended  May  31,  1974,  the  Frankfurt  terminal 
processed  11.4  million  pounds  of  mail,  of  which  about  97  percent  was 
intransit  mail.  Mail  for  locations  in  Germany  was  moved  to  and  from  the 
terminal  by  military  trucks.  Our  review  showed  that  45  percent  of  the 
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intransit  Germany  mail  dispatched  by  the  terminal  was  for  the  Army 
facility  at  Offenbach  and  that  40  percent  of  the  intransit  mail 
received  by  the  terminal  was  from  Offenbach.  Intransit  mail  received 
from  and  dispatched  to  the  terminal  by  the  228th  Postal  Company  amounted 
to  4.8  million  pounds  or  62  percent  of  the  total  mail  processed  by  the 
general  support  activity  at  Offenbach  for  our  test  period.  The  general 
support  activity  did  not  rework  the  intransit  mail  but  merely  acted  as 
a  transshipment  point.  Mail  was  loaded  by  the  Frankfurt  terminal  on 
Army  trucks  from  Offenbach.  At  Offenbach,  the  mail  received  from  the 
terminal  was  unloaded  and  reloaded  on  other  Army  trucks  for  movement 
to  22  Army  Post  Offices.  The  same  circumstances  existed  for  mail  trans¬ 
iting  Offenbach  destined  for  the  Frankfurt  terminal.  Five  daily  round 
trips  or  1,825  round  trips  per  year  were  scheduled  for  the  movement  of 
intransit  mail  between  the  terminal  and  Offenbach. 

The  dual  handling  of  intransit  mail  in  the  Frankfurt  area  could  be 
eliminated  if  Army  mail  trucks  were  routed  directly  to  the  Frankfurt 
terminal.  The  rerouting  of  mail  trucks  to  the  terminal  would  not  add 
significantly  to  the  truck  traffic  at  the  terminal  because  many  of  the 
trucks  stopped  at  both  locations.  We  reviewed  eight  major  Army  truck 
routes  in  and  out  of  Offenbach  and  found  that  about  half  of  the  trucks 
stopped  at  the  terminal  enroute  to  or  from  Offenbach.  Of  the  106  round 
trips  scheduled  for  the  8  routes,  51  stopped  at  both  locations. 

We  estimated  that  the  consolidation  of  Offenbach  general  support 
functions  with  the  Frankfurt  terminal  operation  would  reduce  total  man¬ 
ning  requirements  by  97  personnel,  costing  about  $724,000  annually.  At 
the  time  of  our  review,  the  terminal  had  an  authorized  strength  of 
60  personnel  and  the  general  support  function  at  Offenbach  had  an  author¬ 
ized  strength  of  100  military  and  14  civilian  personnel.  Staffing 
requirements  for  the  terminal  had  been  established  on  the  basis  of  man¬ 
power  workload  standards  developed  by  U.S.  Air  Force  Management  Engineer¬ 
ing  Teams.  We  applied  the  Air  Force  manpower  standards  to  the  combined 
workload  of  the  terminal  and  the  general  support  function  of  Offenbach 
and  determined  that  a  total  authorized  strength  of  77  would  be  required 
for  the  combined  operations.  U.S.  Air  Force  Postal  and  Courier  Service 
personnel  in  Europe  estimated  that  the  combined  workload  would  require 
an  initial  staff  of  about  85  personnel.  After  sufficient  experience 
data  were  accumulated  from  the  combined  operations,  the  staffing  would 
be  reviewed  based  on  manpower  standards.  Even  if  a  staff  of  85  were 
authorized,  consolidation  of  the  terminal  and  Offenbach  operations 
would  result  in  a  potential  savings  of  75  military  and  14  civilian 
personnel  spaces. 

If  the  two  activities  were  consolidated,  additional  savings  could 
be  realized.  The  relocation  of  the  direct  support  function  would  be 
warranted  because  the  Offenbach  facility  would  be  too  large  for  this 
function.  On  the  basis  of  workload  and  manning  standards,  we  estimated 
that  a  staff  of  28,  instead  of  the  45  currently  authorized,  would  be 
required  for  the  direct  support  function  of  the  228th.  Fifteen  members 
of  the  staff  were  performing  window  and  financial  services  at 
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seven  different  locations  in  the  Frankfurt  area.  The  location  of  the 
other  13  personnel  needed  for  the  distribution  of  mail  to  a  more  central¬ 
ized  location  would  provide  easier  accessibility  for  the  activities 
serviced. 

The  transfer  of  the  general  support  function  and  the  relocation 
of  the  direct  support  function  would  eliminate  the  need  for  the  casern 
operated  by  the  228th  at  Offenbach  for  the  billeting  and  messing  of 
assigned  personnel.  The  operation  of  the  casern  and  related  functions 
required  32  military  and  5  civilian  personnel  at  an  annual  cost  of 
$284,000.  The  annual  cost  of  maintaining  the  casern,  which  consisted 
of  52,757  square  feet  of  building  space,  was  estimated  at  $76,000. 

The  leased  building  occupied  by  the  airmail  terminal  at  the 
Frankfurt  International  Airport  did  not  have  sufficient  floorspace  to 
absorb  the  entire  workload  of  the  general  support  function  at  Offenbach. 
The  leased  building  contained  29,126  square  feet  and  was  occupied  by 
terminal  personnel,  the  Germany  District  Headquarters,  and  U.S.  Air  Force 
courier  operations.  The  terminal  occupied  12,051  square  feet.  Air  Force 
Postal  Service  represents  lives  estimated  that  25,000  square  feet  would 
be  required  for  the  consolidation  of  terminal  and  Offenbach  operations. 
Two  alternative  courses  of  action  were  available  for  acquiring  the 
facilities  needed  for  combined  operations.  These  included  the  leasing 
of  a  larger  facility  in  the  vicinity  of  the  Frankfurt  International 
Airport  or  relocating  to  the  adjacent  U.S.  Air  Force  Base,  Rhein  Main. 

The  most  economical  approach  would  be  to  relocate  the  combined  opera¬ 
tions  to  the  U.S.  Air  Force  Base,  however,  facilities  of  the  size 
required  for  the  combined  operations  were  not  currently  available  at 
the  Rhein  Main  Air  Base. 

We  requested  that  Headquarters,  U.S.  Air  Forces,  Europe  review 
future  facilities  requirements  at  Rhein  Main  Air  Base  to  determine  if 
space  could  be  made  available  to  satisfy  the  requirements  of  the  U.S. 

Air  Force  Postal  and  Courier  Service.  In  response  to  our  request,  the 
Air  Force  command  stated  that  its  review  of  Rhein  Main  facilities  did 
not  identify  sufficient  space  to  accommodate  the  consolidated  Army  and 
Air  Force  postal  operations  in  the  near  term.  However,  the  reply 
indicated  that  space  might  become  available  when  the  Military  Airlift 
Command  cargo  operations  are  transferred  from  Rhein  Main  Air  Base. 

The  satisfaction  of  the  identified  requirements  for  postal  operations 
will  receive  the  highest  priority  when  the  final  disposition  of  cargo 
operations  at  Rhein  Main  Air  Base  is  determined. 

In  the  first  half  of  FY  1976,  the  Military  Airlift  Command  plans 
to  transfer  the  major  portion  of  its  cargo  operations  at  Rhein  Main 
Air  Base  to  a  newly  constructed  facility  at  Ramstein  Air  Base.  The 
Military  Airlift  Command  cargo  operations  at  Rhein  Main  Air  Base  were 
located  in  two  buildings  with  a  total  of  about  84,000  square  feet  of 
space.  Building  4l  was  used  for  outgoing  cargo  and  Building  44l  was 
used  for  incoming  cargo.  At  the  time  of  our  review,  it  was  planned 
that  Military  Airlift  Command  would  consolidate  its  passenger  and 
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residual  cargo  operations  in  Buildings  4l,  42  and  43  and  release 
Building  441.  Headquarters,  U.S.  Air  Force  Europe-Mid  East  Postal  and 
Courier  Service*  had  evaluated  the  use  of  Building  44l  for  terminal 
operations  and  concluded  that  the  building  was  inadequate  for  their 
requirements.  The  estimated  cost  of  modifying  Building  44l  for  airmail 
terminal  requirements  was  $320,000  and  would  require  funding  under  the 
Military  Construction  Program.  Estimated  date  of  occupancy  was  some¬ 
time  in  FY  1979  if  construction  funds  were  approved  by  the  Congress. 

This  cost  estimate  was  based  on  existing  Air  Force  terminal  operations 
and  did  not  give  consideration  to  combined  Army  and  Air  Force  operations. 

Either  of  the  two  cargo  Buildings  4l  or  44l  at  Rhein  Main  Air  Base 
could  accommodate  the  volume  of  cargo  to  be  handled  at  Rhein  Main  after 
the  transfer  to  Ramstein  Air  Base.  From  the  standpoint  of  the  Military 
Airlift  Command,  the  retention  of  Building  4l  was  the  most  desirable 
course  of  action.  Building  4l  was  designed  for  aircargo  operations  and 
was  a  newer  and  better  facility  than  Building  44l.  However,  from  a  DoD 
standpoint,  it  would  appear  more  advantageous  if  Building  4l  were 
released  for  airmail  terminal  operations.  Hie  consolidation  of  Military 
Airlift  Command  operations  in  Building  4l  will  not  result  in  any  man¬ 
power  reductions;  whereas,  the  consolidation  of  Army  and  Air  Force 
postal  operations  would  result  in  a  reduction  of  126  spaces  of  which 
107  were  military  spaces.  In  addition,  the  Air  Force  could  terminate 
the  $120,000  annual  lease  for  the  building  at  the  Frankfurt  Interna¬ 
tional  Airport.  The  costs  involved  in  the  modification  of  Building  4l 
for  airmail  terminal  requirements  would  be  substantially  less  than  the 
$320,000  estimated  for  modification  of  Building  44l. 

Recommendations.  For  the  Assistant  Secretary  of  Defense 
(installations  and  Logistics),  we  recommend  that: 

1.  Actions  be  initiated  to  have  the  general  support  functions  of 
the  228th  Postal  Company  consolidated  with  the  U.S.  Air  Force  airmail 
terminal  operations  in  the  Frankfurt  area. 

2.  The  Department  of  the  Air  Force  be  requested  to  determine  the 
feasibility  of  transferring  Building  4l  at  Rhein  Main  Air  Base  to  the 
U.S.  Air  Force  Postal  and  Courier  Service.  If  the  transfer  of 
Building  4l  is  not  feasible,  the  Air  Force  should  be  requested  to  enter 
into  negotiations  with  appropriate  German  authorities  to  determine  the 
annual  cost  of  leasing  adequate  space  at  or  in  the  vicinity  of  the 
Frankfurt  International  Airport. 

Recommendation.  For  the  Consnander-in-Chief ,  U.S.  Army,  Europe,  we 
recommend  that  upon  consolidation  of  the  general  support  function  of  the 
228th  Postal  Company  with  the  airmail  terminal,  the  remaining  direct 
support  functions  be  relocated  to  a  facility  more  centrally  located  to 
the  population  served  and  that  operations  of  the  casern  at  Offenbach  be 
terminated. 
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Use  of  Airmail  for  Personal  Mail 


DoD  members  and  their  dependents  were  using  airmail  postage  for 
personal  mail  when  substantially  the  same  service  could  be  obtained  at 
lower  cost  through  the  use  of  first-class  mail  for  letters  and  parcel 
airlift  (PAL)  for  packages.  The  use  of  first-class  and  PAL  modes 
results  in  postage  savings  to  the  member  of  from  23  to  63  percent  and 
savings  in  DoD  transportation  costs  of  65  percent  over  that  required 
for  airmail  letters  and  packages.  For  mail  moving  through  the  Frankfurt 
Air  Mail  Terminal,  we  estimated  that  DoD  expended  about  $1  million  in 
FY  197*+  for  the  transportation  of  airmail  letters  and  packages  to  CONUS 
that  qualified  for  airlift  as  either  first-class  or  PAL. 

DoD  pays  for  the  transportation  of  all  official  and  personal  mail 
outside  of  CONUS.  In  FY  1973,  DoD  paid  U.S.  and  foreign  airlines  about 
$80  million  for  the  transportation  of  mail.  Most  of  these  air  transpor¬ 
tation  costs  were  for  the  movement  of  mail  by  U.S.  airlines  between  CONUS 
and  overseas  areas.  Personal  mail  eligible  for  airlift  between  overseas 
locations  and  CONUS  can  be  classified  into  the  following  two  categories: 

1.  Airmail  -  post  cards,  letters  and  parcels. 

2.  Space -Available  Mail 

a.  First  class  -  post  cards  and  letters. 

b.  PAL  -  parcels  weighing  not  more  than  30  pounds  and  measuring 
not  more  than  60  inches  in  length  and  girth  combined. 

c.  Space -available  mail  parcels  -  parcels  weighing  not  more 
than  70  pounds  and  measuring  not  more  than  100  inches  in  length  and 
girth  combined. 

Significant  differences  existed  in  postage  and  DoD  transportation  costs 
for  these  two  categories  as  shown  in  Appendix  B. 

Our  review  disclosed  that  only  limited  use  was  made  of  the  first- 
class  and  PAL  modes.  At  seven  military  post  offices  in  Germany,  we 
found  that  airmail  postage  was  utilized  for  83  percent  of  the  letters 
to  CONUS.  The  limited  use  of  first-class  mail  and  PAL  was  further 
confirmed  in  our  tests  of  mail  dispatched  to  CONUS  through  the  Frankfurt 
Air  Mail  Terminal.  Our  tests  showed  that  81.2  percent  of  the  letters 
and  parcels  handled  were  mailed  by  the  sender  with  airmail  postage.  The 
volume  of  airmail  dispatched  by  the  Frankfurt  Air  Mail  Terminal  to  CONUS 
had  increased  dramatically  during  the  second  half  of  FY  197*+*  About 
1.1  million  pounds  of  airmail  were  dispatched  during  this  6-month  period 
as  compared  with  820,000  pounds  during  the  same  period  in  FY  1973*  This 
represented  a  29  percent  increase  in  the  volume  of  airmail. 
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Our  interviews  with  DoD  members  disclosed  that  the  airmail  mode  was 
utilized  on  the  assumption  that  the  member  received  significantly  better 
service  from  airmail  than  from  first-class  mail  or  PAL.  However,  our 
survey  of  transit  time  disclosed  that  the  service  actually  provided  for 
airmail  and  first-class  letters  from  Europe  to  CONUS  destinations  was 
nearly  identical.  Results  of  our  survey  are  shown  below  in  days. 


Airmail _  First  Class 


Average 

Range 

Average 

Range 

East  Coast 

4.14 

3-6 

4.18 

3-5 

Mid-West 

3.92 

3-6 

4.18 

3-6* 

West  Coast 

3.86 

3-5 

4.21 

4-5 

All  categories  of  mail  eligible  for  airlift  to  CONUS  were  given 
equal  treatment  by  the  military  post  offices.  Airmail,  first-class 
mail  and  PAL  were  processed  on  the  same  day  by  military  post  offices, 
transported  on  the  same  trucks  to  the  military  airmail  terminals  and 
dispatched  on  the  same  flights  to  CONUS.  Therefore,  the  transit  time 
from  receipt  by  the  military  post  office  until  delivery  to  the  U.S. 
Postal  Service  in  CONUS  was  identical  for  airmail,  first-class  mail 
and  PAL.  Within  CONUS,  airmail,  first-class  mail  and  PAL  were  moved 
by  air  except  for  short  distances. 

Greater  use  of  first-class  mail  would  reduce  transit  time  for 
this  mode.  Because  of  the  limited  volume,  first-class  mail  was 
dispatched  to  the  U.S.  Postal  Service  Postal  Center  in  New  York  l'or 
forwarding  to  the  appropriate  regional  postal  center.  In  contrast, 
most  airmail  letters  were  dispatched  by  military  post  offices  directly 
to  the  appropriate  regional  postal  center  in  CONUS.  Hie  same  direct 
dispatch  procedures  would  be  followed  for  first-class  mail  if  the 
volume  warranted  it. 

Our  tests  at  seven  military  post  offices  also  disclosed  that  air¬ 
mail  postage  was  used  on  33  percent  of  the  personal  letters  mailed  to 
other  military  addresses  in  the  European  theater.  The  member  could 
have  obtained  identical  service  with  the  use  of  first-class  postage 
and  saved  23  percent  in  postage  costs.  Also,  DoD  would  realize 
savings  of  65  percent  in  transportation  costs  for  intratheater  mail 
moved  on  U.S.  airlines.  Intratheater  personal  letters  had  the  same 
processing  and  transportation  priority  regardless  of  the  amount  of 
postage  paid. 

To  aid  the  member  to  select  the  mode  that  will  provide  hir.  the 
desired  service  at  the  least  cost,  an  information  program  should  be 
undertaken.  During  our  review,  the  U.S.  Army  Rastal  Group,  Europe 
had  posters  printed  concerning  the  savings  available  through  the  use 
of  first-class  mail  on  letters  to  CONUS. 
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Recommendations .  For  the  Commander-in-Chief,  U.S.  Army,  Europe 
and  the  Commander,  U.S.  Air  Force  Europe-Mid  East  Region  Postal  and 
Courier  Region,  we  recommend  that: 

1.  A  public  information  program  be  initiated  to  inform  DoD 
members  and  their  dependents  of  the  available  mail  modes  and  the 
costs  and  services  provided  under  each  mode.  Emphasis  should  be 
placed  upon  the  savings  available  to  the  members  and  DoD  through 
the  use  of  first-class  mail  and  PAL.  Consideration  should  be  given 

to  the  following  media  in  promoting  such  a  public  information  program: 

a.  Armed  Forces  radio  and  television. 

b.  Stars  and  Stripes. 

c.  Local  newspapers  and  daily  bulletin. 

d.  Posters  in  post  offices. 

e.  Window  clerks  in  military  post  offices. 

2.  The  'olume  of  airmail  generated  at  military  postal  offices  be 
monitored  to  determine  the  effectiveness  of  the  public  information 
program  and  to  identify  locations  where  additional  publicity  is  needed. 

Command  Comments 

Headquarters,  U.S.  Air  Force  Europe-Mid  East  Region  concurred  in 
the  audit  findings  and  recommendations  and  indicated  that  the  following 
actions  had  been  initiated: 

This  topic  has  been  included  as  a  special  interest  item 
in  our  public  information  program  and  was  covered  in  a  news 
release  printed  in  a  recent  issue  of  Stars  and  Stripes  and 
in  a  recent  interview  with  the  Germany  District  Commander 
telecast  by  the  Armed  Forces  Network.  In  addition,  we  are 
currently  printing  a  poster  for  display  in  each  AFO  lobby 
to  reiterate  the  potential  cost  reductions  possible  without 
a  significant  loss  in  service.  Also,  several  spot  announce¬ 
ments  have  already  been  taped  for  broadcast  by  the  Armed 
Forces  Network,  covering  this  and  other  subjects  of  interest 
to  military  postal  patrons.  Reductions  in  air  mail  dispatches 
will  be  monitored  by  analyzing  the  Monthly  Military  Mail 
Dispatch  Report  (DD  Form  878)  submitted  by  all  dispatching 
activities . 


D.  Intratheater  Personal  Mall 

The  U.S.  Postal  Service  realized  substantial  revenues  from  postage 
paid  for  intratheater  personal  mail  in  Europe  although  DoD  provided  all 
of  the  service.  We  estimated  that  postage  revenues  applicable  to  intra¬ 
theater  personal  mail  amounted  to  about  $500,000  annually.  All  costs 
associated  with  the  processing  and  transportation  of  such  mail  were 
borne  by  the  Military  Services. 

The  Military  Postal  System  in  Europe  acted  as  an  extension  of  the 
U.S.  Postal  Service  and  its  operations  were  governed  by  their  regula¬ 
tions.  The  objective  of  the  Military  Postal  System  was  to  provide 
complete  postal  service  for  DoD  components  in  overseas  areas  where  the 
U.S.  Postal  Service  did  not  operate.  All  revenues  of  the  Military 
Postal  System,  estimated  at  $37  million  for  FY  1973,  accrued  to  the 
U.S.  Postal  Service.  However,  DoD  was  not  reimbursed  by  the  U.S. 

Postal  Service  for  any  of  the  costs  incurred  in  the  operation  of  the 
Military  Postal  System.  The  costs  funded  by  DoD  exceeded  $130  million 
in  FY  197^+  and  included  transportation  of  mail  between  CONUS  and  over¬ 
seas  areas,  transportation  of  mail  within  overseas  area,  procurement  of 
major  equipment,  construction  and  maintenance  of  postal  facilities, 
training,  and  personnel.  The  extent  of  U.S.  Postal  Service  support  to 
the  Military  Postal  System  was  restricted  to  certain  types  of  minor 
postal  equipment  such  as  postage  meters,  cancellation  machines,  scales, 
mail  sacks,  and  postal  supplies. 

We  sampled  about  30,000  personal  letters  mailed  at  7  military 
post  offices  in  Germany.  Using  a  weighted  average  based  on  postage 
paid,  we  determined  that  93  percent  of  the  postage  was  for  CONUS  mail 
and  7  percent  was  for  intratheater  mail.  On  the  basis  of  our  audit 
tests,  we  estimated  that  the  U.S.  Postal  Service  derived  annual  postage 
revenues  of  about  $500,000  that  pertained  to  intra theater  mail.  The 
U.S.  Postal  Service  incurred  no  direct  costs  for  the  processing  and 
delivery  of  this  intratheater  mail. 

We  believe  that  DoD  should  seek  reimbursement  from  the  U.S.  Postal 
Service  for  those  postage  revenues  applicable  to  personal  letters  and 
uninsured  parcels  handled  entirely  within  the  Military  Postal  System. 
Such  reimbursement  could  be  in  the  form  of  either  direct  funding  or  an 
offset  against  U.S.  Postal  Service  billings  for  official  indicia  mail. 
The  amount  of  postage  applicable  to  intratheater  mail  could  be  estab¬ 
lished  in  the  same  manner  as  that  used  by  the  U.S.  Postal  Service  for 
official  indicia  mail. 

Recommendation.  For  the  Assistant  Secretary  of  Defense  (instal¬ 
lation  and  Logistics),  we  recommend  that  DoD  seek  reimbursement  or 
credit  from  the  U.S.  Postal  Service  for  postal  revenues  applicable  to 
personal  letters  and  uninsured  parcels  handled  entirely  within  the 
Military  Postal  System. 
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E.  Mail  Train  Operations 

Mail  and  courier  material  transported  by  the  Army  in  Southern 
Germany  by  foreign  rail  could  be  moved  1?y  alternate  means  at  a  sub¬ 
stantially  lower  cost.  We  estimated  potential  savings  of  $180,000 
annually  through  the  use  of  U.S.  military  trucks  in  lieu  of  rail. 

The  U.S.  Army  Postal  Group,  Europe  and  U.S.  Army  Courier  Service 
transported  mail  and  courier  material  between  Frankfurt  and  Munich  by 
foreign  rail  at  an  annual  cost  of  about  $232,000.  Of  this  amount, 

$212,000  involved  payments  to  the  German  Government -owned  rail  system. 

DoD  mail  was  moved  by  rail  5  nights  weekly  between  Frankfurt  and 
Munich  with  intermediate  stops  at  Heidelberg  and  Stuttgart.  U.S.  Army- 
owned  railcars,  with  military  personnel  as  mailguards,  were  coupled 
with  the  German  passenger  train  for  the  nightly  runs.  For  the  audit 
test  period,  the  volume  of  mail  transported  between  Frankfurt  and 
Munich  averaged  4,825  pounds  per  run.  The  Courier  Service  also  used 
the  railcar  an  average  of  eight  trips  per  month.  An  average  of  about 
2,690  pounds  of  classified  material  was  transported  for  each  round 
trip  between  Frankfurt  and  Munich.  The  average  cost  per  trip  of  trans¬ 
porting  mail  and  courier  material  between  Frankfurt  and  Munich  was  $920, 
which  equated  to  approximately  $.09  per  pound.  The  daily  cost  included 
German  rail  usage  fees,  rental  of  railroad  spurs  and  postal  carts,  and 
per  diem  and  salary  costs  for  train  guards. 

In  addition  to  rail  mode  between  Frankfurt-Heidelberg-Stuttgart- 
Munich,  there  were  two  other  alternate  means  of  transport  between  most 
of  these  cities.  These  alternate  means  included  U.S.  airlines  and  U.S. 
military  truck  transportation.  Appendix  C  shows  the  air,  rail  and 
truck  routes  in  effect  at  the  time  of  our  review.  There  were  daily 
truck  deliveries  between  Frankfurt  and  Heidelberg,  Frankfurt  and 
Stuttgart,  and  between  Frankfurt  and  Munich  through  the  Postal  Group 
Detachment  at  Nuernberg.  Mail  was  also  transported  daily  by  truck 
for  about  100  of  the  150  miles  between  Stuttgart  and  Munich.  U.S. 
airlines  provided  service  between  Frankfurt  and  Munich  and  between 
Frankfurt  and  Stuttgart  at  $.0314  and  $.0159  per  pound,  respectively. 

Our  calculations  showed  that  the  Army  could  save  $180,000  annually 
by  utilizing  U.S.  military  trucks  for  the  mail  transported  by  rail 
between  Frankfurt  and  Munich.  The  savings  by  using  U.S.  airlines  could 
be  about  $160,000.  In  either  case,  existing  mailtruck  routes  would 
need  to  be  revised  somewhat  and  one  or  more  additional  truck  routes 
established.  We  provided  details  concerning  suggested  changes  in 
current  truck  routes  and  the  addition  of  required  routes  in  a  separate 
paper  furnished  to  Headquarters,  U.S.  Army,  Europe. 

Recommendations .  For  the  Commander-in-Chief,  U.S.  Army,  Europe,  we 
recommend  that: 

1.  The  movement  of  mail  and  courier  material  by  rail  between  Frankfurt 
and  Munich  be  discontinued. 
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2.  Appropriate  dispatch  routes  and  schedules  be  established  for 
movement  of  mail  and  courier  materiel  between  Frankfurt  and  Munich  by 
truck  or  air. 

3.  Leases  for  railroad  spurs  and  postal  carts  be  terminated. 


F.  Equipment  Authorizations 

U.S.  Army  Postal  Group  detachments  had  on  hand  or  on  order 
tactical  trucks  and  trailers  valued  at  about  $1  million.  Our  review 
showed,  however,  that  commercial  design  vehicles  were  used  almost 
exclusively  by  the  postal  detachments  for  the  movement  of  mall.  The 
commercial  design  vehicles  were  considered  to  be  more  reliable  and 
cost  effective  than  tactical  vehicles  for  postal  operations  in  Germany. 
In  addition,  the  postal  detachments  were  authorized  about  $100, 000  of 
warehouse  vehicles  for  which  no  current  or  future  requirements  existed. 
These  warehouse  vehicles  were  either  in  storage  or  on  loan  to  other 
Army  units. 

T0&E  12-550H  -  Postal  Service  Organization  provided  the  basis  for 
the  types  and  quantities  of  equipment  authorized  for  postal  detachments. 
Field  inspections  performed  by  Headquarters,  U.S.  Army  Postal  Group, 
Europe  personnel  in  FY  197^  disclosed  that  major  shortages  existed  in 
authorized  equipment.  Accordingly,  the  postal  detachments  were 
directed  to  submit  requisitions  for  all  shortages  in  authorized 
equipment. 

Tactical  Vehicles 


The  20  Army  postal  detachments  were  authorized  112  tactical  trucks, 
valued  at  $848,000,  and  a  like  number  of  tactical  trailers  valued  at 
$180,000.  The  types  of  tactical  trucks  authorized,  on  hand  and  on  order 


were  as  follows: 

Type 

Authorization  On  Hand 

On  Order 

i  Ton,  Utility 

21 

11 

10 

1~  Ton,  Cargo 

38 

5 

33 

2f  Ton,  Van 

37 

30 

7 

5  Ton,  Tractor 

16 

_3 

11 

Totals 

112 

§1 

We  reviewed  the 

utilization  of 

29  tactical 

trucks  at  7  postal 

detachments.  The  tactical  trucks  on  hand  at  these  activities  were  old 
and  were  not  reliable  for  the  movement  of  mail.  At  the  time  of  our 
visits,  12  of  the  29  vehicles  were  deadlined  for  maintenance.  Only  one 
of  the  postal  detachments  was  authorized  vehicle  maintenance  personnel. 
The  other  postal  detachments  relied  upon  other  Army  units  for  maintenance 
support.  The  29  tactical  vehicles  were  used  an  average  of  212  miles  per 
month;  monthly  utilization  per  vehicle  ranged  from  zero  to  879  miles. 
Also,  very  limited  use  was  made  of  the  tactical  trailers  on  hand. 

Of  the  29  tactical  vehicles,  3  were  used  for  local  mail  routes  and 
the  remaining  26  were  used  primarily  for  administrative  and  supply 
support.  The  seven  postal  detachments  relied  almost  exclusively  upon 
commercial  design  vehicles  for  the  daily  movement  of  mail.  The  7  detach¬ 
ments  had  32  commercial  design  vehicles  on  dispatch  from  the 
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37th  Transportation  Group,  transportation  companies  and  transportation 
motor  pools.  We  estimated  that  about  95  percent  of  the  mail  moved  by 
the  seven  postal  detachments  was  transported  on  commercial  design 
vehicles. 

The  commercial  design  vehicles  were  more  economical  and  efficient 
for  postal  operations  than  tactical  vehicles.  The  postal  detachments 
are  administrative  service,  and  during  wartime,  the  detachments  would 
operate  in  rear  support  areas  where  commercial  vehicles  could  be 
effectively  utilized. 

Warehouse  Vehicles 


Six  of  the  postal  detachments  were  authorized  electric  forklifts, 
warehouse  tractors  and  warehouse  trailers,  valued  at  about  $100,000, 
for  which  no  known  requirement  existed.  At  the  time  of  our  review, 
eight  electric  forklifts  were  on  hand  and  one  electric  forklift  was 
on  order.  The  postal  detachments  did  not  have  any  requirement  for 
electric  forklifts  because  they  did  not  handle  palletized  mail. 
Moreover,  the  forklifts  could  not  be  used  by  the  postal  detachments, 
even  if  they  had  a  requirement,  because  electric  battery  chargers 
were  not  authorized  or  on  hand.  Four  of  the  forklifts  were  in  storage 
and  four  were  on  loan  to  other  Army  units. 

In  addition,  one  postal  detachment  was  authorized  warehouse 
tractors  and  trailers  even  though  these  vehicles  could  not  be  used. 

The  warehouse  and  loading  docks  were  not  large  enough  to  accommodate 
the  movement  of  tractors.  Hie  two  tractors  and  related  trailers  were 
in  storage  at  the  time  of  our  visit. 

Recommendations .  For  the  Commander-in-Chief,  U.S.  Army,  Europe, 
we  recommend  that: 

1.  Commercial  vehicles  be  included  in  the  authorization  documents 
for  postal  detachments  in  lieu  of  tactical  vehicles.  Requisitions 
should  be  submitted  for  the  commercial  vehicle  requirements  that  cannot 
be  satisfied  from  available  assets  of  the  37th  Transportation  Group  and 
local  transportation  motor  pools. 

2.  Klee  trie  forklifts,  warehouse  tractors  and  warehouse  trailers 
be  deleted  from  the  authorization  documents  of  the  Army  postal  detach¬ 
ments.  Outstanding  requisitions  for  such  equipment  should  be  canceled 
and  on-hand  quantities  should  be  made  available  for  redistribution  to 
satisfy  other  valid  DoD  requirements. 

3.  Headquarters,  U.S.  Army  Postal  Group,  Europe  conduct  a  review 
of  TO&E  authorizations  for  each  postal  detachment  to  validate  equipment 
requirements. 
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G.  Central  Postal  Directory 

The  U.S.  Army  Postal  Group,  Europe  could  save  about  $200,000  annually 
in  personnel  costs  through  elimination  of  the  Central  Postal  Directory. 

The  functions  performed  by  the  Directory  could  be  assumed  by  other  Army 
postal  activities  without  any  adverse  impact  on  the  postal  service. 

As  required  by  Army  Regulation  65-1,  Army  postal  activities  in 
Europe  provided  directory  or  locator  service  for  mail  that  could  not 
be  delivered  as  addressed  because  of  an  incomplete  or  incorrect  mailing 
address.  Postal  activities  involved  in  mail  directory  service  included 
the  unit  mailclerks,  Army  Post  offices  and  the  Central  Postal  Directory. 
Unit  mailclerks  were  responsible  for  preparing  and  maintaining  locator 
cards  for  each  member  attached  to  their  units.  The  unit  mailclerks  were 
also  responsible  for  forwarding  locator  cards  on  newly  assigned  personnel 
to  the  following  activities: 

1.  Postal  officer  of  previous  Army  Post  office  or  installation. 

2.  Postal  officer  of  new  Army  Post  Office  or  installation. 

3.  Central  Postal  Directory. 

4.  Unit  mailclerk  of  previous  unit. 

Mail  received  by  the  unit  mailclerk  that  was  undeliverable  as 
addressed  was  returned  to  the  servicing  Army  Post  Office  with  the 
notation  "no  record."  The  Army  Post  Office  screened  the  returned 
"no  record"  mail  against  its  locator  card  file,  summary  listing  of 
personnel  assigned  to  units  serviced  and  a  cross-reference  document 
on  Army  units  and  applicable  Army  Post  Office  numbers.  If  the  proper 
address  could  not  be  determined,  the  mail  was  forwarded  to  Central 
Postal  Directory  for  further  directory  service.  The  Directory  had  a 
locator  card  file  for  newly  arrived  members  and  a  consolidated 
listing  of  all  Army  military  and  civilian  personnel  assigned  to  the 
European  theater.  If  the  Directory  screening  efforts  were  also 
unsuccessful,  the  mall  was  returned  to  the  sender. 

The  Directory  also  received  "casual  mail"  for  directory  service 
which  accounted  for  over  50  percent  of  the  mail  processed.  Army 
Regulation  612-2  provided  that  personal  mail  received  by  CONUS  Army 
installations  for  members  ordered  to  overseas  areas  without  a  specific 
assignment  was  to  be  forwarded  as  "casual  mail"  to  the  applicable 
Directory  for  service.  The  majority  of  Army  personnel  transferred  to 
Europe  were  initially  assigned  to  the  21st  Replacement  Battalion, 

Frankfurt,  Germany.  Upon  arrival  at  the  21st  Replacement  Battalion, 
the  member  was  reassigned,  usually  within  3  days,  to  a  specific  organ¬ 
ization.  Mail  received  by  CONUS  Army  installations  for  individuals 
ordered  to  the  21st  Replacement  Battalion  was  to  be  forwarded  as 
"casual  mail"  to  the  Central  Postal  Directory  in  Europe.  Many  of  the 
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members  assigned  to  Europe  were  using  the  21st  Replacement  Battalion 
as  a  forwarding  address.  Mail  addressed  in  this  manner  was  auto¬ 
matically  forwarded  by  the  receiving  Army  Post  Office  to  the  Directory 
for  processing  as  "casual  mail."  Hie  Directory  was  to  screen  the 
"casual  mail"  at  least  once  per  week  for  a  period  of  at  least  30  days 
after  receipt.  If  at  the  end  of  the  screening  period  a  proper  address 
had  not  been  determined,  the  mail  would  be  returned  to  sender. 

The  Directory  in  Europe,  which  was  an  element  of  U.S.  Army  Postal 
Group,  Europe,  had  an  authorized  strength  of  21  local  nationals  and 
3  military  personnel.  During  FY  197*+,  about  852,000  pieces  of  mail 
were  processed.  About  59  percent  of  this  mail  was  forwarded  to 
addressees  and  4l  percent  was  returned  to  sender.  The  average  cost  of 
processing  mail  through  the  Directory  was  23  cents  a  piece.  Hiis 
average  cost  included  only  the  salaries  of  assigned  personnel.  Excluded 
were  those  costs  associated  with  the  processing  and  transportation  of 
the  mail  from  Army  Post  Offices  to  the  Directory  and  cost  of  directory 
services  provided  by  the  Army  Post  Offices.  The  cost  of  directory 
services  normally  was  about  twice  the  amount  of  postage  paid. 

The  requirement  for  the  Directory  could  be  eliminated  if  "casual 
mail"  procedures  were  discontinued  and  the  prior  unit  mailclerk  in 
CONUS  retained  the  mail  until  receipt  of  a  locator  card  from  the  new 
unit  mailclerk.  Hie  remaining  workload  of  the  Directory  could  be 
assumed  by  the  five  postal  districts  proposed  in  Finding  A.  Each  of 
these  districts  could  be  furnished  with  a  consolidated  listing  of  Army 
personnel  assigned  to  the  European  theater. 

Recommendations .  For  the  Adjutant  General,  Department  of  the  Army, 
we  recommend  that: 

1.  Hie  requirement  for  the  operation  of  a  Central  Postal  Directory 
in  Europe  be  rescinded. 

2.  The  forwarding  of  personal  mail  to  overseas  areas  as  "casual 
mail"  be  discontinued.  In  lieu  thereof,  require  the  prior  unit  mailclerks 
to  hold  personal  mail  up  to  30  days  awaiting  receipt  of  a  locator  card 
from  the  new  unit  mailclerks.  The  holding  period  should  commence  on  the 
overseas  reporting  date  of  the  member. 

3.  Members  with  overseas  orders  to  be  processed  through  the 
21st  Replacement  Battalion  be  instructed  that  the  21st  Replacement 
Battalion  will  not  be  used  as  a  forwarding  address. 

h.  The  U.S.  Postal  Service  Concentration  Center  in  New  York  be 
directed  to  return  to  sender  all  personal  mail  addressed  to  the 
21st  Replacement  Battalion  or  the  Central  Postal  Directory. 

Recommendation.  For  the  Commander-in-Chief,  U.S.  Army,  Europe,  we 
recommend  that  the  Central  Postal  Directory  be  eliminated  and  its  functions 
transferred  to  U.S.  Army  Postal  Group,  Europe  postal  detachments. 


F-26 


>*  - 


DEPARTMENT  OF  DEFENSE  ACTIVITIES  CONTACTED  DURING  THE  AUDIT 


Office,  Assistant  Secretary  of  Defense  (Comptroller) 

Office,  Assistant  Secretary  of  Defense  (Installations  and  Logistics) 


U.S.  Army  ; 

Office  of  the  Adjutant  General,  Department  of  the  Army 

Headquarters,  U.S.  Army  Europe,  Heidelberg,  Germany 

Headquarters,  U.S.  Army  Postal  Group,  Europe,  Heidelberg,  Germany 

U.S.  Army  Courier  Service,  Heidelberg,  Germany 

3rd  Infantry  Division,  Wurzburg,  Germany 

8th  Infantry  Division,  Bad  Kreuznach,  Germany 

29th  AG  Detachment  (Postal),  Boeblingen,  Germany 

41st  AG  Detachment  (Postal),  Pirmasens,  Germany 

139th  AG  Detachment  (Postal),  Stuttgart,  Germany 

147th  AG  Detachment  (Postal),  Heidelberg,  Germany 

226th  AG  Detachment  (Postal),  Munich,  Germany 

228th  AG  Detachment  (Postal),  Offenbach,  Germany 


U.S.  Navy 

Headquarters,  U.S.  Naval  Force  Europe,  London,  United  Kingdom 
U.S.  Naval  Activities  United  Kingdom,  London,  United  Kingdom 


U.S.  Air  Force 

Headquarters,  U.S.  Air  Force  Postal  and  Courier  Service,  Alexandria, 
Virginia 

Headquarters,  U.S.  Air  Forces  Europe,  Ramstein,  Germany 
Headquarters,  Europe-Mid  East  Postal  and  Courier  Service,  Rhein  Main, 
Germany 

England  District,  West  Ruislip,  United  Kingdom 
Germany  District  Rhein  Main  Air  Base,  Germany 
Frankfurt  Air  Mail  Terminal,  Frankfurt,  Germany 
London  Air  Mail  Terminal,  West  Ruislip,  United  Kingdom 
Air  Post  Office,  Rhein  Main  Air  Bose,  Germany 
Air  Post  Office,  Ramstein  Air  Bose,  Germany 
Air  Post  Office,  Zweibrucken  Air  Base,  Germany 
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Comparison  Between  Costs  of  Airmail  and 
First  Class  or  PAL 


LETTERS 


Postage 

Costs 

DoD  Transportation  Costs 
(per  pound)  \J 

Post  Card 

Letters 

Airmail 

$.11 

$.13 

$.6251 

First  Class 

.08 

.10 

.2208 

Savings 

$-03 

M2 

\j  About  43  letters  per  pound. 

PARCELS 

Postage  for  parcels  depends  on  weight  and  destination  in  United  States. 
Following  example  illustrates  costs  for  a  20-pound  parcel  mailed  from 
Germany  to  St.  Louis,  Missouri: 


Airmail 

PAL 

Savings 

Postage 

$  9-87 

$4.08 

$  5.79 

DoD  Transportation 

12.40 

4.40 

8.00 

122^2^ 

$8.48 

$13.79 

APPENDIX  B 
Page  1  of  1 
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AIR.  RAIL  AND  TRUCK  ROUTES 
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COMPTROLLER  GENERAL  OF  THE  UNITED  STATES 
WASHINGTON.  D  C.  20MS 


The  Honorable  John  L.  McClellan 
Chairman,  Committee  on  Appropriations 
United  States  Senate 

Dear  Mr.  Chairman: 


We  examined  certain  aspects  of  the  military  postal 
services  as  requested  in  your  October  2,  1974,  letter.  You 
indicated  concern  about  the  need  to  support  costly  military 
postal  operations  in  view  of  the  statutory  responsibility  of 
the  U.S.  Postal  Service  (USPS)  for  delivering  mail.  Our  review 
was  limited  to  the  areas  of  concern  specified  in  your  letter. 

We  visited  sites  at  each  level  of  military  postal  organiza¬ 
tion  and  reviewed  manpower  policies,  procedures,  and  practices. 
Following  are  opportunities  for  improving  the  management  of 
military  postal  manpower: 

— Assign  the  Air  Force  postal  mission  from  its  multitiered, 
specialized  service  to  its  commands. 

— Remove  Armed  Forces  advisors  to  USPS  on  the  coasts  and 
eliminate  or  reassign  manpower  spaces  valued  at  nearly 
$1  million. 


— Replace  certain  military  postal  personnel  with  civilians 
and  achieve  net  postal  savings  of  $7  million. 

— Induce  USPS  to  provide  all  stateside  military  postal 
operations  and  ultimately  eliminate  or  reassign  manpower 
spaces  valued  at  about  $12  million. 


COMPARISON  OF  EACH  SERVICE'S 
POSTAL  OPERATIONS 

The  services  operate  postal  systems  as  provided  in  Depart¬ 
ment  of  Defense  (DOD)  Directive  No.  4635.1  and  as  authorized  in 
39  U.S.C.  406.  These  systems  are  operated  under  the  provisions 
of  the  USPS  Manual  as  extensions  of  USPS.  At  each  defense  in¬ 
stallation  in  the  50  States  and  certain  territories  and  trusts, 
postal  service  is  a  joint  responsibility  of  USPS  and  the  mili¬ 
tary  department  managing  the  installation.  At  gateway  postal 
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concentration  centers  and  military  mail  terminals  on  the  east 
and  west  coasts,  USPS  sorts,  delivers,  and  dispatches  military 
mail.  The  Army  and  Navy  maintain  personnel  at  these  sites  to 
instruct  USPS  on  distributing  mail  to  ships  and  to  overseas 
forces.  The  personnel  also  arrange  for  military  mail  transpor¬ 
tation  from  overseas  military  maii  terminals  to  designated  U.S. 
terminals  and  between  overseas  activities. 

The  services  provide  complete  postal  operations  at  overseas 
sites  and,  when  deemed  appropriate  for  training,  at  certain  U.S. 
sites.  Complete  service  involves  incoming  and  outgoing  letter 
and  package  mail,  postage  stamps,  money  orders,  and  registered 
and  other  accountable  mail. 

The  above  functions  are  covered  by  agreement  between  USPS 
and  DOD. 

Enclosure  I  summarizes  full-time  authorized  military 
postal  personnel.  These  people  are  responsible  for  providing 
military  postal  service  to  units  of  about  500  people  or  less. 
Within  the  units,  the  job  of  mail  clerk  is  ordinarily  a  part- 
time  duty. 

Air  Force 


Besides  providing  for  its  own  postal  needs,  the  Air  Force 
operates  airmail  terminals  throughout  Europe,  the  Middle  East, 
and  the  Pacific  areas  for  all  military  departments  and  other 
designated  Federal  agencies. 

For  organizational  purposes.  Air  Force  postal  and  courier 
functions  have  been  combined  under  the  Air  Force  Postal  and 
Courier  Service.  In  practice,  however,  because  courier  work 
requires  a  higher  security  classification  than  the  routine 
duties  involved  in  postal  work,  these  functions  are  performed 
independently. 

The  Air  Force  modeled  its  postal  organization  on  global 
specialized  service  organizations,  such  as  the  Intelligence 
Service,  Communications  Service,  Weather  Service,  and  Audit 
Agency. 

Mail  processing  follows  the  chain  of  command.  Incoming 
official  mail  at  an  installation  is  sorted  and  delivered  for 
eacR  command  level  by  personnel  assigned  to  that  command.  In¬ 
coming  personal  mail  not  delivered  by  USPS  direct  to  residences 
is  handled  by  the  postal  and  courier  service. 
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We  see  no  reason  for  incoming  personal  mail  to  be  handled 
by  a  specialized  organization.  Outgoing  mail  merely  requites 
a  mailbox  or  transport  connection  to  USPS  and  seems  to  present 
no  handling  problem.  By  assigning  the  entire  postal  mission 
to  its  commands  the  Air  Force  could  reduce  the  postal  temporary 
duty  travel  costs  and  the  number  of  senior  postal  officers. 

(See  pp.  8  and  9.) 

Army 


To  compensate  the  Air  Force  for  operating  overseas  airmail 
terminals,  the  Army  provides  staff  to  assist  USPS  at  gateway 
terminals  in  New  York,  San  Francisco,  and  Seattle  in  handling 
Army  and  Air  Force  mail  for  overseas  destinations.  Army  per¬ 
sonnel  at  these  terminals  maintain  an  Army  and  Air  Force  post 
office  directory,  daily  advise  USPS  of  address  changes,  coor¬ 
dinate  the  movement  of  mail  (primarily  via  commercial  carrier), 
and  monitor  USPS  sorting  and  routing  of  official  and  personal 
military  mail.  Air  Force  directory  information  is  obtained 
from  the  regions  of  the  Air  Force  Postal  and  Courier  Service. 
Army  directory  information  is  obtained  from  overseas  Army  head¬ 
quarters. 


As  a  result  of  our  visits  to  the  gateway  terminals,  we 
see  no  need  for  military  staff  assistance  to  USPS.  USPS 
handles  mail  for  other  users  without  such  assistance.  The 
military  could  provide  information  on  routing  its  mail  di¬ 
rectly  to  USPS  without  intermediary  resident  staff.  Monitoring 
military  mail  for  using  lowest  feasible  class  of  mail  service 
should  be  at  site  of  origin  rather  than  at  each  gateway  terminal. 
Significant  savings  appear  to  stem  from  lowering  class  of  mail 
service,  especially  by  large  users  such  as  finance  and  supply 
offices.  The  Army  could  then  eliminate  or  reassign  the  follow¬ 
ing  authorized  spaces — valued  at  about  $363,565: 


New  York 
Major  1 

Lieutenant  1 
Civilians  12 


San  Francisco  and  Seattle 
Lieutenant  Colonel  1 
Civilians  12 
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In  the  Army,  major  commanders  are  responsible  for  postal 
functions  of  all  units  under  their  control.  These  functions 
generally  include  receiving,  sorting,  and  delivering  incoming 
installation  mail;  managing  overseas  Army  mail  terminals;  and, 
at  selected  overseas  and  stateside  installations,  providing 
money  orders,  stamps,  and  the  other  parts  of  complete  postal 
operations . 

Navy 

The  Navy  established  fleet  post  offices  in  New  York,  San 
Francisco,  and  Seattle  to  help  DSPS  handle  Navy  and  Marine 
Corps  mail  for  ships  and  overseas  locations.  Naval  postal  per¬ 
sonnel  maintain  a  location  directory  for  naval  units,  including 
ships.  USPS  receives  this  information  daily  for  sorting,  rout¬ 
ing,  and  dispatching  Navy  mail.  The  Atlantic  Service  Force  at 
Norfolk  provides  this  information  daily  to  the  New  York  fleet 
post  office;  however,  the  San  Francisco  office  obtains  the  in¬ 
formation  continually  via  mail  and  radio  messages  from  the  units 
and  ships  involved. 

The  Marine  Corps  also  provides  military  personnel  to  assist 
OSPS  at  the  same  three  fleet  post  offices  in  handling  Marine 
Corps  mail  for  ships  and  overseas  locations. 

Since  the  Army  provides  USPS  with  routing  data  for  the  Army 
and  Air  Force,  the  Navy  might  provide  similar  data  for  the  Navy 
and  Marine  Corps.  More  importantly,  if  this  data  were  provided 
directly  to  USPS  by  the  appropriate  Atlantic  and  Pacific  Fleet 
and  Marine  Force  Headquarters  rather  than  through  resident  mili¬ 
tary  staff,  the  Navy  and  Marine  Corps  could  then  eliminate  or 
reassign  the  following  authorized  spaces,  valued  at  about 
$587,000: 

New  York  San  Francisco  and  Seattle 

Navy: 

Officer  1 

Enlisted  5 

Civilian 

Marine  Corps: 

Officer  -  1 

Enlisted  2  8 

The  Navy's  decentralized  postal  system  operates  through  the 
chain  of  command.  District  Commandants  insure  stateside  coordi¬ 
nation  with  USPS,  while  terminal  overseas  Navy  post  offices  are 
responsible  for  delivery  to  ships  and  installations.  Complete 
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postal  services  are  provided  at  selected  stateside  and  overseas 
sites  and  on  board  larger  ships. 

PC AS I B I L IT 7  OF  C I V ILI AN I  ZING  ALL 
OH  PART  OP' POSTAL  OPERATIONS 


In  view  of  the  need  for  military  personnel  to  meet  the 
requirements  of  an  all-volunteer  force,  the  Armed  Forces  should 
explore  every  possibility  for  replacing  military  postal  person¬ 
nel  with  nonmilitary  sources.  Civilian  employees  represent  an 
alternate  resource  which  has  consistently  proven  effective  for 
DOD.  USPS  represents  another  alternate  resource  that  should 
be  explored. 

DOD's  General  Counsel  is  presently  reviewing  the  question 
of  using  civilian  personnel  in  overseas  military  postal  facili¬ 
ties.  We  will  provide  the  Subcommittee  with  subsequent  informa¬ 
tion  on  this  matter  when  it  is  available. 

As  explained  on  pages  7  and  8  we  believe  USPS  should  per¬ 
form  all  stateside  military  postal  functions;  however,  USPS 
officials  have  expressed  reluctance. 

The  alternative  to  have  civilian  Armed  Forces  employees 
perform  all  military  costal  operations  seems  a  good  long-range 
solution.  Such  a  change  should  be  carefully  phased  to  avoid 
loss  of  coordination  in  postal  operations,  training,  and  report¬ 
ing  throughout  the  Armed  Forces. 

If  civilian  employees  replaced  all  military  personnel  in 
stateside  postal  operations  and  most  of  the  military  in  overseas 
postal  operations,  we  estimate  the  net  postal  annual  cost  sav¬ 
ings  would  be  $7  million.  The  cost  of  military  postal  opera¬ 
tions  would  be  reduced  by  $42  million  by  returning  195  officers 
and  3,431  enlisted  men  to  other  organizations  and  would  be 
increased  by  $35  million  for  civilian  replacements. 

The  military  postal  operations  would  retain  spaces  for  543 
postal  enlisted  men  on  board  Navy  ships,  11  officers  and  115  en¬ 
listed  men  overseas  in,  postal  elements  of  Army  divisions  and 
brigades,  and  2  officers  and  48  enlisted  men  in  Marine  Corps 
overseas  divisions  and  wings.  Civil ianizinq  a  stateside  task 
performed  on  ship  or  overseas  by  military  personnel  could  be 
construed  as  contributing  to  the  rotation-base  problem  of  bal¬ 
ancing  stateside  and  overseas  skills.  Postal  skills,  however, 
do  not  warrant  rotation-base  consideration  because: 

— Few  skills  are  involved  out  of  the  total  military 
strength. 
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— The  Army's,  Navy's,  and  Marine  Corps'  need  for  career 
progression  in  postal  skills  can  be  met  by  creating  a 
broader  administrative  field  incorporating  postal  and 
other  clerical  skills,  as  is  used  in  the  Air  Force. 

(See  pp.  11  and  12.) 

— Postal  skills  do  not  require  the  constant  exercise  re¬ 
quired  of  certain  technical  skills  to  avoid  loss  of  pro¬ 
ficiency. 


— Clerical  military  skills  are  fairly  interchangeable  and 
can  be  readily  absorbed  stateside,  or  as  necessary,  re¬ 
cruited  from  other  enlisted  personnel  to  meet  unenpected 
overseas  needs. 

POSSIBILITY  OF  CONSOLIDATING  POSTAL 
ORG«Tj.f 7.A TTOiiS  INTO  ONE  DEFFNSH-WIDE 
OPGAfii  Z  AT  I  ON  OR  OF  MAKING  ONE 
SERVICE  THE  EXECUTIVE  POSTAL  AGENT 


DOD  and  its  predecessors  have  made  many  studies  on  the 
alternatives  of  a  separate  aaency  or  one  of  the  armed  services 
operating  a  postal  organization  for  all  the  services.  These 
studies  go  back  at  least  to  1908;  the  most  recent  was  completed 
in  1974. 

The  studies  have  rejected  both  alternatives  claiming  that 
an  outsider  would  be  involved  in  the  internal  affairs  of  the 
military.  The  suspicion  has  been  voiced  that  a  single  manager 
from  one  service  would  be  less  responsive  to  the  needs  of  the 
other  services. 

Establishing  a  separate  agency  to  operate  a  consolidated 
postal  organization  has  been  criticized  on  the  grounds  that  its 
support  costs  would  be  indefensible. 

The  concept  of  the  same  type  of  postal  service  for  all  of 
the  Armed  Forces  has  been  rejected  on  grounds  that  unique  prob¬ 
lems  of  transportation,  billing,  unexpected  military  movements, 
and  providing  temporary  assistance  for  peak  periods  would  be 
unworkable  within  reasonable  operational  and  budget  controls. 

We  do  not  agree  with  all  the  objections  to  one  postal 
service;  however,  within  the  constraints  of  this  review,  we 
cannot  adequately  assess  arguments  developed  from  the  previous 
studies. 
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In  view  of  current  conditions  (without  consolidation)  the 
assignment  of  the  military  postal  function  as  transport  arid 
service  under  the  Assistant  Secretary  of  Defense  (Installations 
and  Logistics)  seems  logical.  As  explained  on  page  11,  this 
arrangement  has  achieved  a  planned  consolidation  in  training 
postal  personnel. 

TO  AVOID  DUPLICATION  CERTAIN 
MILITARY  POSTAL  FUNCTIONS  SHOULD 
BE~~Rb S  PONS  1 D I L 1 T  Y  OF  US  PS 

In  stateside  areas  where  civil  postal  service  operates, 

USPS  provides  postal  service  for  military  installations.  USPS 
ordinarily  sorts  incoming  military  mail  by  personal  and  official 
addressees . 

At  some  locations,  USPS  delivers  personal  mail  to  onbase 
residences  but  delivers  in  bulk  for  certain  categories,  such  as 
banks  of  postal  boxes  and  barracks  mail.  The  military  message 
center  usually  picks  up  official  mail  from  USPS  and  sorts  and 
delivers  it. 

Military  postal  personnel  receive  personal  mail,  continue 
the  sorting  begun  by  USPS,  and  identify  individual  postal  box 
or  barrack  number.  They  also  provide  directory  service.  Out¬ 
going  mail  is  handled  through  regular  mailboxes  and  bulk  drops 
to  USPS. 

The  Army,  Navy,  and  Marine  Corps  each  provide  complete 
postal  services  at  several  stateside  installations  and  certain 
overseas  sites.  The  Air  Force  provides  complete  postal  serv¬ 
ices  only  at  certain  overseas  bases. 

If  the  installation-level  stateside  postal  operations 
were  replaced  by  USPS,  the  following  authorized  spaces,  valued 
at  about  $12  million,  could  be  eliminated  or  reassigned: 


Total 

Of  f icer 

Enlisted 

Civili 

Army 

308 

24 

284 

- 

Navy 

12 

- 

11 

1 

Air  Force 

442 

- 

418 

24 

Marine  Corps 

_ 319 

_  8 

299 

12 

Total 

1,081 

32 

1,012 

37 

Under  such  an  arrangement,  the  training  of  military  personnel 
for  overseas  postal  duties  could  be  accomplished  by  USPS  or  the 
services  shortly  before  overseas  transfer. 
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US  PS  \’  i  y  w c  on_ab  r. o  <:  h  ijnq 
mil  i  . a r  v  poster  fu.;c  tions 

Wo'  met  with  USPS  officials  end  discussed  possible  US PS 
operation  of  st.-  ti.-pj.de  wili  tary  postal  functions.  Ko  pointed 
out  that  POPS  cor. Id  ivobabl  v  pet  so  ,:o  rcir.  bn*  semen t  f  rorr.  the 
Armed  Forces  because  of  savings  in  defense  pc- si. .a  1  of  i  or  ts.  Our 
major  concern  was  eliminating  dual  IJSPS  and  military  postal 
staffing  at  military  installations. 

US PS  officials  expressed  reluctance  to  assume  the  added 
responsibility  because  existing  revenue  would  not  justify  the 
effort.  As  examples  they  cited  universities  and  large  busi¬ 
ness-  a  which  USrS  service:;  through  «-  centra),  drop  system.  Al¬ 
though  they  expressed  willingness  to  discuss  the  matter  with 
DOD ,  US PS  officials  gave  little  indication  that  the  negotiation 
would  be  successful.  In  this  study  we  did  not  pursue  the  con¬ 
cept  further. 

COST  OF  TP.*'.  FOP  A  RY  _  D  UTV  T  P  AY  P  L 

Be cause  each  service  employed  a  different  accounting  sys¬ 
tem  to  determine  postal  temporary  duty  travel  expenditures,  we 
could  not  satisfy  ourselves  within  the  constraints  of  this 
study  that  the  amounts  were  complete  or  accurate.  The  folic.;- 
ing  amounts  were  developed  for  us  as  temporary  duty  travel 
related  to  military  post  offices,  terminals,  and  postal  serv¬ 
ices  : 


Expendc  cl 

FY  74 

Budqo fed 

FY  75 

Air  Force 

Army 

Navy 

Marine  Corps 

$284,760 

114,173 

20 ,653 

3,9  94 

$312,400 

151,763 

12,755 

11,190 

Total 

$423,626 

$488,103 

The  preponderance  of 
penso  reflects  the  organ i 
districts  which  has  been 
These  expenses  are  shown 

Air  Force  temporal* 
xatJonal  structure 
applied  to  its  base 
below: 

y  duty  travel  ex- 
of  regions  ana 
postal  operation 

Headquarters 

expended 

FY  74 

Budqeted 
FY  7  5 

AFPCS 

Region 

Distr ict 

$  84,610 

78,250 

121,900 

$  50,000 
126,437 
135,963 

Total 

$28/  ,  7  C  O 

$312,400 

• 
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The  allocations  of  the*  other  cervices  reflect  the  advan¬ 
tage  of  sharing  command  efforts  in  overseeing  postal  functions. 

Although  v/e  did  not  audit  the  figures,  v.»e  discussed  the 
travel  they  represented  with  various  officials.  In  each  case 
they  said  the  travel  involved  inspection  and  related  supervisory 
duties. 

SENIOR  om  CERS  INVOLVED 

The  Air  Force  has  more  spaces  than  the  other  services  for 
senior  postal  officers.  Its  postal  structure  of  regions  and 
districts  is  shown  below: 


Crade  and  cite 


Air  Force  Army  Navy  Marine  Corps 


06 — Colonel : 

Headquarters 

Europe 

Pacific- 


Total  06 

05 — Lieutenant 

Colonol/Coiriifiander : 
Headquarters 
San  Francisco 
terminal 
U.S.  region 
European  region 
England  district 
Germany  district 
Pacific  region 
Japan  district 
Latin  American 
district 

Total  05 

Total  05  and 
06 

Total  all  postal 
personnel  (see 
one.  I) 


2 

1 

— 

- 

1 

1 

- 

- 

J. 

_0 

_ 

_4 

2 

0 

0 

3 

1 

1 

- 

— 

1 

— 

— 

1 

- 

- 

- 

1 

- 

- 

- 

1 

- 

- 

- 

1 

- 

- 

- 

1 

- 

- 

- 

1 

— 

~ 

— 

_1 

10 

2 

1 

0 

14 

4 

1 

(a) 

O 

ii  a 

1,663 

1,017 

361 

a/  All  officers  assigned  to 
”  are  grades  01,  02,  or  03 


the  Marino  Corps  postal  operations 
( captain  or  lower ) . 
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STAFF  STRUCTURE  BY  ORGANIZATION  REVEL 


Enclosure  I  shows  postal  staff  by  DOD  organization  level  . 
The  postal  operations  at  Army,  Navy,  Air  Force,  and  Karine 
Corps  installations  are  similar.  The  Air  Force  postal  system 
above  installation  level,  however,  does  not  use  the  ordinary 
chain  of  command  in  the  manner  of  the  other  services.  Instead 
the  following  operational  structure  is  used: 

He  ado  u  a_r  t  o  r  s  A  ir _ Force  Postal  and 

j  Courier  Service ,  Washington,  P.C. 

U.S.  region,  Texas: 

North  Central  District  manages  18  bases 
Northeast  District  manages  18  bases 
Southeast  District  manages  17  bases 
South  Central  District  manages  21  bases 
Western  District  manages  20  bases 
Alaska  District  manages  17  bases 

Latin  American  District,  Canal  '/one,  manages  6  bases 

Pacific  region,  Honolulu: 

Japan  District  manages  9  bases 
Korea  District  manages  5  bases 
Taiwan  District  manages  6  sites 
Philippines  District  manages  5  sites 
Thailand  District  manages  10  bases 
Hawaii  District  manages  4  bases 
Australia  District  manages  4  bases 

Europe-Middle  East  region,  Phein  Main: 

Germany  District  reneges  16  bases 
Italy  District  manages  4  sites 
Spain  District  manages  4  bases 
Greece  District  menaces  3  bases 
Turkey  District  manages  10  sites 
England  District  manages  17  sites 

This  structure  has  tended  to  give  the  Air  Force  higher 
temporary  duty  travel  costs  and  more  senior  officers  as  com¬ 
pared  with  other  services. 

The  Air  Force  also  operates  a  Postal  Finance  and  Supply 
Office  at  Travis  Air  Force  Base,  California,  to  provide  stamp 
stock,  USPS  eauipment,  and  money  orders  to  Air  Force  postal 
offices  and  operating  locations.  The  other  services  obtain 
such  items,  direct  from  USPS.  The  staff  at  Travis,  comprising 
one  officer,  seven  enlisted  men,  and  one  civilian,  promptly 
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fill  requisitions  from  field  officer.;  and  maintain  a  central 
control  ever  Air  Force  postal  assets.  The  other  services  do  not 
have  such  central  control  or  a  stock  of  items  for  ready  issue? 
however,  through  the  use  of  decentra1  i zed  control  and  dcsi.n- 
nn ted  supply  points,  they  maintain  sufficient  management  oj. 
postal  supplies.  If  the  Air  Force  returned  its  entire  postal 
mission  to  its  commands,  this  stockace  point  could  probably  be 
eliminated  in  favor  of  a  decentralized  finance  and  supply  ap¬ 
proach  . 

POSTAL  UP 1  r'S__I N  THE  R F s C RVF  FORCES 

The  Air  Force,  Navy,  and  Marine  Corps  have  no  reserve 
postal  units  but  designate  a  few  individual  reservists  for 
postal  assignments. 

Enclosure  II  lists  the  Army  reserve  postal  companies  and 
detachments.  Thes'-  units  are  part  of  the  Army's  troop  package 
for  DOD  contingency  plans.  Their  mission  is  to  train  and  be 
ready  to  perform  a  postal  function  in  the  event  of  mobilization 
and  deployment.  They  are  expected  to  provide  general  postal 
service  to  all  units  and  direct  postal  service  to  nondivisional 
forces  in  a  theater  of  operations. 

CONSOLIDATION  OF  MILITARY 
POSTAL  TRAINING  FACILITIES 

The  Army,  Navy,  and  Marine  Corps  are  sponsoring  an  inter¬ 
service  training  course  at  Army's  Ft.  Benjamin  Harrison, 

Indiana,  for  entry-level  postal  clerks  beginning  in  fiscal 
year  1976.  The  course  will  slightly  expand  a  present  4-1/2- 
week  Army  curriculum  and  will  replace  a  Navy  course  at  San 
Diego  and  a  Marine  Corps  on-the-job  training  program  conducted 
at  Camp  Lejeune,  North  Carolina,  and  Camp  Pendleton,  California. 

The  Air  Force  did  not  sponsor  the  course  because  the  entry- 
level  training  does  not  satisfy  its  postal  training  requirements. 
Unlike  the  other  services,  the  Air  Force  does  not  have  a  postal 
personnel  specialty  but  includes  postal  operations  as  part  of  the 
administration  field.  Administration  field  personnel  have  been 
exposed  to  postal  operations  through  their  career  development 
courses.  Present  Air  Force  postal  training  is  directed  to  ad¬ 
vanced  training  for  personnel  enroute  to  overseas  postal  assign¬ 
ments.  Air  Force  officials  indicated  *-hat  they  would  incur  ad¬ 
ditional  instructor  requirements  and  temporary  duty  school  costs 
from  the  consolidated  course.  Accordingly,  they  elected  to  re¬ 
tain  its  present  course  at  Keesler  Air  Force  Base,  Mississippi. 
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The  Air  Force  position  seen:!;  valid,  especially  in  viov:  of 
the  career  development  opportunities  for  postal  personnel  in 
the  administration  field.  The  other  services  might  adept  a 
similar  approach  in  managing  the  postal  career  field. 
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Wo  discussed  our  findinqs  with  the  Office  of  the*  Secretary 
of  Defense  and  service  and  USPS  officials.  As  requested  by  you 
offi co,  hov/ever,  they  have  not  been  given  an  opportunity  for 
formal  comment. 

We  plan  no  further  distribution  of  this  report  unless  you 
agree  or  publicly  announce  its  contents. 

Sincerely  yours, 

#  v  ' 

*'  *  ,  -/  * 

"  / 

V  ■>  •- 


// 

-A  ■■  ' 

i- 


Comptroller  General 
of  the  United  States 


Enclosures  -  2 
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S U M H A RV  0 F __  £0 F T A h _ P K R SON N F I . 
AUTHOKI  ZED  JIJ  THE  SFFVICES 


Location  _  _  _  Army 


Of  fleers 

En) isted 

Cj^v  ■»  J  j  on 

Total 

Officer 

Unitr!  States 

Bases,  full  service 

23 

26  9 

.. 

292 

- 

Bases,  postal  directorate 

and/or  rail  room  service 

1 

15 

- 

16 

- 

Military  mail  terminal 

3 

- 

24 

27 

- 

Headquas  t<  • ( administ  ra- 

t  i  ve  i uii' t  ions ) 

8 

14 

IS 

37 

38 

Air  Force'  Postal  Finance 

and  Supply  Office 

- 

- 

- 

- 

1 

' 

- 

Total  United  States 

35 

298 

39 

172 

3? 

~  — 

**■” 

Over  seas 

Baser,,  primarily  full  sorv- 

ice 

65 

1,172 

14 

1,251 

1 

Ships,  full  service 

- 

- 

- 

- 

- 

Military  mail  terminal 

- 

- 

- 

- 

1 

hoadejoat  ter  s  (  admin ir.t  ra- 

tive  functions) 

_ii 

22 

7 

40 

33 

*  —  —  — 

—  — —  - 

““ 

Total  Overseas 

_76 

1^  194 

21 

1,291 

35 

Total  United  States 

and  Overseas 

111 

1  ,492 

60 

1,663 

74 

t^TTT  ~ 
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Mo r inc  Cori>r 


enclosur;:  i 


AI;i-3 Y  RESEP.VR  POSTAL  CO 

i  nrTAcnr.'-drs 

Unit 

Unit 

numb 

r  Location  number 

Locat i on 

Postal 

Companies  (each  4  officers 

9 

47  on 

ilistfd  men): 

325 

Kansas  City,  Mo. 

341 

Athens,  Ga. 

3  31 

Indianapolis,  Ind. 

437 

Manchester,  N.H, 

Postal 

Detachments  (each  2  office 

r  s , 

34  cn 

listed  men): 

300 

Chicago,  III. 

379 

Vancouver,  Wash . 

303 

Bronx,  N.Y. 

416 

Rockville,  r-.d. 

312 

Charlotte,  N.C. 

443 

Loetsdale,  Pa. 

320 

Cincinnati,  Ohio 

448 

Hempstead,  N.Y. 

321 

Albany,  N.Y. 

49  4 

Newark ,  N.J. 

326 

Haoerstown,  Md. 

755 

Texarkana,  Tex. 

329 

Ft.  Snell inq,  Minn. 

834 

Coral  Gobles,  Fla. 

330 

Pittsburgh,  Pa. 

868 

S .  Charleston,  W.  Va 

33C 

Sheffield,  Ala. 

936 

Fresno,  Calif. 

342 

Pome,  Ga. 

9  59 

Ft.  Wayne,  Ind. 

351 

Tallahassee ,  Fla. 

993 

Chicago,  Ill. 

Postal 

Detachment  (each  1  officer 

f 

26  enlisted  men): 

23 

Pittsburgh,  Pa. 

79  5 

Bethany,  Mo. 

307 

Newark,  N.J. 

806 

Rushville,  Ind. 

363 

Rome,  Ga. 

841 

Tulsa,  Okla. 

413 

Reading,  Pa. 

942 

Oklahoma  City,  Okla. 

449 

Bronx,  N.Y. 

877 

Texarkana,  Tex. 

450 

Watertown,  N.Y. 

888 

Andrews  Air  Force 

Base,  Md. 

4  58 

Texarkana,  Tex. 

909 

Tucson,  Ariz. 

471 

Milwaukee,  Wis. 

950 

Lexington,  Ky. 

747 

Milwaukee,  Wis. 

978 

Ft.  Smith,  Ark. 
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ANNEX  I ;  DISTRIBUTION 


CSA  (1) 

DAAG-ZX  (1) 

DAAG-AM  (1) 

DAAG-CO  (1) 

DAAG-MA  (5) 

DAAG-SD  (2) 

DAPE  (1) 

OASA  (M&RA)  (1) 

OASD  (I&L)  (1) 

OASD  (M&RA)  (1) 

CINCUSAREUR  (5) 

CDR  Eighth  US  Army  (2) 

CDR  US  Army,  Japan  (2) 

CDR  US  Army  Forces  Command  (2) 

CDR  US  Army  Training  and  Doctrine  Command  (2) 
CDR,  ADMINCEN,  Fort  Benjamin  Harrison  (5) 
USACGSC,  Fort  Leavenworth,  Kansas  (2) 

HQ,  USAF  (2) 

CNO  (2) 

NYMMT  (1) 

SFMMT  (1) 
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